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March  21,    1975 


To  All  Organization  Heads 


I  am  pleased  to  forward  this  Executive  Planning  Process 
Guidance  Manual  to  you.      The  manual  depicts  the  significant  advances 
that  have  been  made  in  the  Executive  Planning  Process.     It  is 
intended  to  provide  assistance  for  the  next  cycle  of  planning. 


I  have  been  kept  informed  of  the  results  of  the  first  series 
of  plans  and  am  very  much  encouraged  by  the  outcome  of  that 
effort.     I  am  in  strong  support  of  the  continuation  of  the  planning 
process  and  look  forward  to  receiving  the  next  set  of  plans. 


Sincerely, 


arvinMandel^ — '  \v 
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PREFACE 
The  purpose  of  this  manual  is  to  provide  guidance  and  assistance  to  all 
agencies  of  Maryland  State  Government  who  are  responsible  to  submit  an 
annual  long  and  short  range  Departmental  Plan.   It  is  also  designed  to 
provide  general  information  about  the  Executive  Planning  Process  to  any- 
one who  wishes  to  learn  about  this  activity 

The  guidance  is  for  a  range  of  agencies  with  widely  varying  duties  and 
responsibilities,  size,  and  planning  ability.   Consequently,  for  the 
current  planning  cycle,  the  guidance  has  been  structured  to  deal  primarily 
with  fundamental  aspects  of  executive  plan  preparation.   For  future  cycles 
the  manual  shall  be  updated  to  reflect  increasing  levels  of  planning 
progress.   Through  the  continuous  evolution  of  the  Executive  Planning 
Process,  (EPP),  it  is  envisioned  that  planning  and  budgeting  activities  of 
the  State  will  contribute  to  more  effective  policy  and  resource  decision 
making. 


CREDITS 

Portions  of  the  Guidance  Manual  were  prepared  by  the 
Department  of  Budget  and  Fiscal  Planning  (DBFP).   DBFP's 
materials  are  indicated  as  follows: 

SECTION  PAGE 

II :B     Proposed  Changes  in  Programs         40 
Implementation  u2 

Evaluation  kk 

III:      Program  Proposal  Guidance  u8 

Budget  Resource  Limitation  Guidance   56 
Evaluation  Guidance  b9 

IV:      DBFP  Plan  Review  Procedures  7k 


VI 


I :     i  eSSTRODUCTION 


History  of  the  Executive  Planning  Process; 

The  need  for  annual  preparation  of  short  and  long  range  plans  by 
executive  agencies  in  State  government  first  became  apparent  in  1973* 
In  that  year,  the  General  Assembly  passed  a  resolution  requesting  the 
Department  of  Health  and  Mental  Hygiene  to  submit  a  three  year  -  ten 
year  departmental  master  plan.  The  request  originated  out  of  concern 
about  the  future  directions  the  Department  was  setting  for  itself  and 
the  need  for  internal  policy  guidance.  After  reviewing  the  Department's 
plan,  the  Legislative  Council  determined  that  it  would  be  valtiable  for 
each  State  agency  to  prepare  such  a  plan.  Thereupon,  the  Legislative 
Coxmcil  approved  the  recommendation  of  the  House  App2X)priations 
Committee  that  all  Executive  Departments  be  requested  to  prepare  long^ 
range  (ten/twenty  year)  and  short-range  (five  year)  plans  on  a  re- 
curring annvial  basis.  Specific  elements  to  be  covered  in  the  plan 
were  outlined  in  the  Council's  action. 

Another  factor  focusing  attention  on  the  need  for  an  executive  frame- 
work for  long-range  planning  resulted  from  the  initiation  of  a 
"ceiling"  approach  in  formulating  the  State  operating  budget.  There 
was  a  realization  that  annual  allocations  of  limited  available  revenue 
in  the  absence  of  a  longer  term  plan  could  result  in  each  agency  or 
department  receiving  a  small  increase  in  funds,  but  no  agency  acquiring 
funds  in  adequate  amounts  to  address  significant  needs.  Development 
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of  executive  plana  are  a  means  to  avoid  this  budgetary  phenomenon  by 
providing  a  long-range  guide  to  annual  allocation  of  funds. 

A  further  reason  for  emphasizing  long  range  planning  in  conjunction 
with  budgeting  stems  from  the  obvious  necessity  to  set  futxare  fiscal 
boxmdaries  and  policy  priorities  within  which  annual  budget  decisions 
can  be  made.  In  the  past,  programs  have  been  shifted  in  focus  or 
priorities  changed  without  the  overriding  rationale  or  purposeful 
direction  that  a  long  range  plan  can  provide.  Throu^  planning,  the 
resource  needs  of  the  departments  can  be  met  in  a  time  phased  manner 
by  providing  meaningful  allocations  to  the  highest  priority  need  areas 
first,  then  balancing  and  alternating  the  total  need  over  the  life  of 
the  plan.* 

Based  on  all  these  considerations,  the  Governor  in  a  memorandum  to 
all  Secretaries  and  Heads  of  Agencies,  dated  July  23,  197U,  lent  his 
support  to  the  Legislative  Council's  request  and  directed  that  full 
cooperation  be  given  in  the  establishment  and  continuation  of  the 
Executive  Planning  Process.** 


*  This  material  has  been  drawn  from  a  letter  from  Delegate  John  R. 
Hargreaves,  Chairman,  House  Committee  on  Appropriations  to 
Lieutenant  Governor  Blair  Lee,  dated  August  8,  197U;  the  letter 
appears  in  Section  VI. 

**  Letter  appears  in  Section  VI. 


The  Chief  Executive  as  principle  planner  for  the  State  has  directed 
that  the  Executive  Planning  Process  be  promptly  intergrated  into  all 
levels  of  an  Organizations'  management  activities  as  a  basic  decision- 
making tool.   The  Governor  has  further  directed  the  Departments  of 
State  Planning  and  Budget  &  Fiscal  Planning  to  jointly  coordinate 
efforts  and  to  provide  the  necessary  guidance  in  the  development  and 
review  of  the  initial  plans.  Along  with  this  task  both  Departments  are 
to  coordinate,  develop,  and  implement  the  framework  for  continuous 
planning  and  budgeting. 

The  first  set  of  Executive  Plans  was  submitted  on  November  1,  1974. 
Approximately  forty  organizations  participated  in  this  effort.   The 
plans  were  reviewed  by  the  Departments  of  State  Planning  and  Budget 
and  Fiscal  Planning  for  the  Executive.   The  Department  of  Fiscal  Services 
reviewed  the  plans  for  the  Legislature.   Comments  concerning  the  plans 
and  ways  in  which  they  could  be  improved  for  the  second  cycle  sub- 
mission, due  May  1,  1975,  have  been  sent  to  the  State  agencies.  Organi- 
zation's are  now  involved  in  preparing  their  second  cycle  plans. 


Purpose  of  the  Executive  Planning  Procesa  (EPP) 

The  basic  ptirpose  of  the  Executive  Planning  Process  is  to  improve  the 
quality  of  decision  making  and  to  communicate  those  decisions  to  all 
concerned  parties  in  a  concise  and  well  organized  manner.  This  is 
especially  important  within  the  context  of  State  government,  where 
policy  determination  frequently  involves  large  scale  commitments  of 
resources  that  have  profound  and  permanent  impact  ujxsn  the  general 
public. 

The  function  of  planning  in  the  context  of  the  Executive  Planning  Process 
is  to  relate  future  goals  to  immediate  policy  and  budgetary  issues 
confronting  the  Governor,  Key  State  Executives  and  the  Legislature. 
»   I'he  Executive  Planning  Process  is  one  throu^  which  data  passes  on 
the  State's  resource  adequacy,  environmental  quality,  social  needs, 
economic  activities,  and  recommended  courses  of  action.  Then,  throu^ 
g-oal  setting  and  analysis  of  alternatives,  future  coiirses  of  action 
are  determined.  The  Executive  Planning  Process's  role  as  a  comprehen- 
sive system  for  informing  the  Chief  Executive  and  tne  Legislature  can 
be  carried  out  only  by  the  collaboration  of  many  units  of  State 
government.  It  should  be  considered  a  government-wide  effort  with 
all  major  staff  and  operating  agencies  playing  important  parts.  The 
Departments  and  agencies  are  to  be  the  principal  source  of  data  and 
program  knowledge  and  will  be  the  implementers  of  plan  recommendations 
throu^  program  execution  and  evaluation. 


The  process  of  preparing  the  Departmental  Plan  will  provide  similar 

* 
benefits  for  the  Heads  of  Organizations  and  key  personnel.   By  compar- 
ing alternative  courses  of  action  and  documenting  decisions  and 
judgements  on  the  efficiency  of  programs,  the  plan  acts  as  a  vehicle 
to  provide  central  direction  to  the  Organization.   In  this  way  the 
plan  serves  to  maximize  the  service  or  product  being  provided  in  a 
most  timely,  cost  effective  manner.   The  process  generates  information 
to  review  the  adequacy  of  an  Organizations'  resources  for  meeting  man- 
dated responsibilities  and  setting  priorities.   The  Blan  also  provides 
the  opportunity  to  reconsider  and  revise  goals,  directions  and  programs 
in  light  of  new  or  changing  circumstances. 

The  planning  process  is  a  means  of  exchanging  information,  ideas  and 
suggestions  between  Organizations.   It  is  recommended  that  where  agencies 
have  shared  responsibilities  or  concerns,  they  communicate  their  in- 
tentions with  regard  to  the  plan  prior  to  final  publication  and  perhaps 
develop  joint  or  supporting  proposals.   After  the  plans  are  prepared, 
the  executive  summaries  should  be  sent  to  all  the  other  agencies  partici- 
pating in  the  Executive  Planning  Process  as  an  information  and  coordination 
tool.   Through  subsequent  cycles  and  further  sharing  of  information, 
each  plan  and  the  sura  of  the  plans  will  be  strengthened  and  better 
related  to  each  other. 


♦Organizations  refer  to  Departments,  Agencies,  Boards  and  Commissions, 


Thus,  the  anticipated  benefits  of  the  Executive  Planning  Process 
include  the  following: 

1.  Development  of  a  uniform  system  for  State  governmental 
planning  in  Maryland  in  which  the  diverse  capabilities  of 
personnel  in  staff  and  line  agencies  are  brought  together 
in  a  collaborative  effort. 

2.  Increased  interagency  communication  to  foster  greater 
awareness  and  cooperation  amongst  departments  and  agencies 
through  identification  of  activities  with  the  same  or 
closely  related  purpose  or  serving  the  same  target  group 
or  geographic  area. 

3.  Capability  to  consider  future  implications  beyond  the 
immediate  fiscal  year. 

4.  Achievement  of  a  more  effective  and  efficient  allocation 
of  resources  at  all  levels  of  government. 

b.   Establishment  ot  a  coherent  set  of  goals  and  objectives 
for  each  organization 

6.   Better  public  understanding  and  acceptance  of  State  pro- 
grams as  a  result  of  an  improved  information  base  and  a 
more  cogent  justification  for  program  selection  and  pri- 
orities. 


Planning  as  a  Process 

In  establishing  a  State  planning  system  which  is  to  aid  in  the 
management  of  State  government,  the  emphasis  must  be  on  planning  as  a 
process  rather  than  planning  as  a  product,  in  the  form  of  a  plan. 
Nevertheless,  an  effective  process  will  necessarily  feature  piroducts 
which  can  be  understood  and  used  by  decision  makers.  This  means  that 
the  planning  process  must  be  designed  to  involve  decision  makers  at 
key  points.  It  also  means  that  the  methodologies  involved  in  planning 
must  be  credible  to  decision  makers.  These  requirements  are  seirved  by 
a  process  which  is  simple  and  systematic  rather  than  one  which  is 
hi^ily  theoretical.  The  plan,  as  a  product,  should  be  viewed  as  one 
of  the  ways  that  recommendations  are  communicated  to  others  for  their 
own  decision  making.  The  planning  process  must  involve  interaction 
between  decision  makers.  Decision  makers  include  the  Governor  and 
Legislature  as  the  \altimate  State  decision  makers.  Heads  of  organiza- 
tions and  their  key  staff  are  also  involved  in  making  planning  decisions. 

Getting  the  decision  makers  to  tie  the  products  of  planning  activities  in- 
to the  management  processes  is  essential.  The  plan  should  not  be  so 
voluminous  or  theoretical  as  to  be  unusable  in  the  day-to-day  world  of 
operating  pressures.  It  must  be  recognized  that  the  plan  document  is 
a  way  of  stabilizing  thou^t  at  a  point  in  time.  The  decision  on  what 
to  do  today  must  be  based  on  what  needs  to  be  accomplished  by 


"tomorrow"  as  indicated  by  the  Plan. 

This  means  that,  if  the  plan  is  to  he  useful,  the  Head  of  the 
Organization  must  take  the  time  to  participate  in  its  production  and 
then  use  it.  This  process  allows  the  Head  of  the  Organization  to  make 
clear  decisions  that  resolve  the  conflicts  between  and  among  sub-units 
whose  ^als  and  objectives  compete  and  conflict  in  their  operational 
activities. 

The  best  measure  of  the  success  of  a  planning  process  is  whether  it  is 
used.  This  does  not  mean  that  the  product  must  be  followed  as  an 
unalterable  road  map  to  some  destination.  Rather,  it  means  that  the 
planning  process  has  encouraged  the  decision  makers  to  select  from 
among  alternative  coTirses  of  action  and  to  identify  when  those 
decisions  need  to  be  reviewed. 

Planning  is  a  continuous  process.  A  planning  system  of  ongoing  data 
collection  and  special  studies  produces  analyses,  recommendations,  and 
decisions,  but  it  never  produces  "the  final  plan."  The  process  pro- 
vides for  routine  reassessment  of  basic  goals  and  objectives  and  a 
continuing  evaluation  of  the  adequacy  of  earlier  decisions.  The 
process  must  be  used  by  policy  makers  on  a  regular  basis  as  they  make 
the  daily  decisions  that  take  them  "from  where  they  are  to  where  they 
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want  to  be."  Thus,  an  active,  result-oriented  platxaing  process  can 
improve  the  rationality  of  resource  allocation  and  can  benefit  the 
general  public. 

With  these  ends  in  mind,  the  Executive  Planning  Process  was  announced 
by  the  Governor  and  the  General  Assembly  for  implementation  by 
appropriate  State  Organizations. 


il:       OOlDAiyCE 


Definitions  are  provided  below  for  significant  terms  used  in  the 
following  section  of  the  Guidance  Manual. 


A.   Long  Term  Planning  Terminology: 


1.  Problem 


2.  Goal 


-  An  existing,  emerging;  or  anticipated  condition 
of  an  undesirable  nature  that  Impacts  upon  popu- 
lation groups  or  geographic  areas.   (Problems 
can  apply  to  Short  Range  Planning  as  well.) 

-  A  statement  of  the  desired  positive  results  to 
be  achieved  for  a  population  group  or  area* 


3.  Directions  -  Courses  of  activity  selected  from  proposed 

alternatives  to  be  pursued  over  the  long  term 
to  reach  various  desired  results  (solution  of 
problems  or  achievement  of  goals J. 


B.  Short  Term  Planning  Terminology 
1.  Objective 


A  statement  usually  refining  a  goal,  indicating 
quantitative  and  time  oriented  substantive 
results. 


2.  Policy     -  A  definite  course  or  method  of  action  selected 
from  among  alternatives  and  based  upon  an 
organization's  legal  mandate  and  trend  assess- 
ment, and  guided  by  objective  formulation. 
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A.  The  Departmental  Plan 

In  the  preceding  section  the  purposes  of  the  Manual  as  well  as  the 
Executive  Planning  Process  were  discussed.  The  product  of  the  plan- 
ning process  is  the  Departmental  Plan  and  this  section  shall  deal 
with  that  document  and  how  it  is  produced. 

The  purpose  of  the  Departmental  Plan  is  to  document  at  a  given  point 
in  time  an  Organization's  continuing  overall  management  process,  i.e. 
its  planning,  organizing*  staffing,  directing,  coordinating,  reporting, 
evaluating* and  budgeting  activities.   The  Departmental  Plan  narrates 
the  activities  of  an  Organization  beginning  with  its  legal  mandate 
and  missions,  and  continuing  with  its  identification  of  problems  and 
opportunities,  its  formulation  of  goals  and  objectives,  its  determina- 
tion of  major,  directions/policies,  and  concludes  with  a  discussion 
of  the  implementation  of  its  programs,  estimation  of  resource  needs, 
and  evaluation  of  its  performance  and  results. 

The  Executive  Planning  Process,  of  which  the  Departmental  Plan  is 
a  product,  involves  interaction  and  coordination  between  the  Organ- 
ization and  its  sub-agencies.  A  purpose  of  these  activities  is  to 
intergrate  and  to  interrelate  the  activities  of  an  Organization  at 
all  levels  and  to  present  them  within  a  single  plan.   If  sub-agency 
plans  are  prepared,  it  is  recommended  that  they  be  intergrated  into 
the  Organizations 's  Departmental  Plan  and  submitted  as  a  single  plan. 
An  advantage  of  the  "single  plan"  approach  is  that  it  should  greatly 
facilitate  the  grouping  of  Organization  and  sub-agervcy  objectives 
by  "Mayor  Funtional  Activity"  as  required  by  Item  IV.B.l.  of  the 

Plan  Element  Outline. 
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The  Department  Plan  would  then  offer  key  decision  makers  a  composite 
plan  upon  which  the  Organization  can  expand,  improve,  and  reassess 
the  full  range  of  its  activities  at  a  given  point  in  time.  Addition- 
ally, the  plan  would  present  in  a  single,  coherent  framework  the 
Organizations'  activities  to  the  Governor,  the  General  Assembly, 
and  other  interested  State  bodies. 

This  guidance  section  is  divided  into  two  parts.   The  first  part 
deals  with  the  tasks  involved  in  long  and  short  range  planning. 
The  second  portion  contains  a  detailed  explanation  of  the  activities 
involved  in  completing  several  elements  of  the  Plan  Element  Outline. 
Long  and  Short  Range  Planning 

The  continuing  planning  process  serves  many  purposes  i.e.  to  assist 
the  decision  maker  in  identifying  directions  for  achieving  desired 
ends,  to  formulate  and  recommend  policies,  to  delineate  implementation 
of  activities  and  to  evaluate  performance  and  results.   The  planning 
process  also  can  assist  the  decision  maker  in  selecting  the  most 
efficient  programs,  in  setting  priorties,  and  in  allocating  limited 
resources. 

For  the  EPP  there  are  two  types  of  planning  that  occur  simultaneously 

but  which  have  application  to  different  time  horizons.   They  ares 

Long  Range  Planning 
Short  Range  Planning 

Long  Range  Planning 

Within  the  Departmental  Plan,  long  range  planning  should  identify 

anticipated  major  long  term  problems  and  propose  broad  directions 

to  be  followed  in  dealing  with  them.   It  should  look  into  the  future, 
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at  least  5  to  10  years  hence.  Long  range  planning  is  comprehensive 
and  general  in  scope  and  attempts  to  consider  the  factors  which 
affect  a  problem  area.   Its  major  tasks  are  problem  definition,  goal 
formulation,  and  determination  of  directions. 


1 :    CHART  -  LOBVBG  RASMGE  PLAryiMli>JQ 


PLANNING  TYPE 


TIME  HORIZON  I  MAJOR  TASKS 


6th  FY  I  1.  Problem  Definition 

Long  Range     |       thur  |  2.  Goal  Formulation 

l(k.h   FY  (1  3.  Determination  of  Directions 

(br  beyond)  I 


Long  Range  Problem  Definition 

As  a  result  of  the  continuing  advances  in  technology,  industriali- 
zation, and  urbanization,  the  complexities  of  our  society  require 
government  to  plan  and  to  identify  the  emerging  or  anticipated  pro- 
blems that  will  be  facing  the  State.  The  difficulty  in  predicting 
the  technological  advancements  and  the  emerging  social  and  cultural 
dynamics  resulting  in  changed  value  systems  is  recognized.  Never- 
theless, government  must  attempt  to  rationally  plan  to  meet  these 
contingencies.  Defining  long  term  emerging  and  anticipated  problems 
as  a  task  of  long  range  planning  is  an  important  activity  to  be 
addressed  by  the  Organization  in  its  Departmental  Plan.  Lon  range 
problem  definition  should  identify  needs  that  are  likely  to  require 
attention,  the  anticipated  extent  of  the  problem,  and  the  groups 
or  geographic  areas  that  will  probably  be  most  affected. 
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2.  Long  Range  Goal  Formulation 

Goal  formulation  Is  general  and  o£ten  qualitative  in  substance. 
It  deals  with  defining  a  target  group  or  georgraphic  area  (affected 
by  a  problem)  and  forecasting  the  desired  positive  ends  to  be 
achieved  for  that  group  or  area.  Goals  formulated  as  a  part  of  the 
Departmental  Plan  must  be  oriented  toward  the  results  that  can  be 
realistically  achieved  for  the  segment  of  the  State's  population 
<•    or  the  georgraphic  area  that  the  Organization  has  been  created  to 
serve. 

An  example  of  a  goal  is  "a  decent  home  in  a  safe  and  sanitary  environ- 
ment for  all  citizens  of  the  State." 

3.  Long  Range  Determination  of  Directions 

Once  the  anticipated  problems  have  been  defined  and  long  range 
general  goals  have  been  formulated,  the  planning  process  should 
address  the  alternative  directions  that  will  be  pursued  over  the 
long  term  to  reach  various  desired  results  (solution  of  problems; 
achievement  of  goals).  By  defining,  within  the  Department  Plan, 
the  directions  the  Organization  should  take  to  achieve  goals,  the 
planning  process  guides  decision  making  along  a  path  from  desire- 
'   ability  to  applicability.  By  defining  various  directions,  the 
Organization  provides  the  framework  for  more  specific  planning 
activity.  ^    .- 

Long  range  planning,  within  the  Departmental  Plan,  should  address: 

1.   The  general  nature  of  an  emerging  or  anticipated  problem, 

and  its  cause  and  effect  relationship's  with  other  problems. 
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2.  The  group  or  geographic  area  affected  by  the  problem. 

■   3.   The  general  goals  formulfted  to  establish  a  fraoae  of  re- 
ference for  guiding  efforts  toward  solving  future  problems. 

4.  The  determination  of  directions  to  be  pursued  relative  to 
the  problems  and  goals. 

5.  The  estimated  time  horizion  within  the  5th  through  10th 
Fiscal  year  (or  beyond)  necessary  to  ehieve  the  intended 
results.* 

As  these  steps  are  followed  and  the  Departmental  Plan  is  updated 

and  reviewed,  the  character  and  substance  of  the  ends  sought  will 

become  more  refined.  Alternative  approaches  and  strategies  when 

related  to  projected  costs  and  anticipated  consequences  of  any  given 

direction  enable  the  Organization  to  more  realistically  prepare  for 

future  problems  and  opportunities.  Consequently,  that  which  began 

t 
'  as  broad,  general  narrations  of  long  range  problems,  goals,  and 

*  directions  will  evolve  and  have  particular  applicability  to  short 
range  planning. 

Short  Range  Planning 

Short  range  planning  provides  the  mechanism  for  dealing  with  the 
near  term  future,  1  to  5  years  hence.  Within  the  Departmental 
Plan,  short  range  planning  can  identify  problems  requiring  immed- 
«  iate  attention,  formulate  and  reconstitute  goals,  and  translate  broad 
J  goals  into  objectives*   Short  range  planning  also  entails  develop- 
ment of  policies  to  solve  problems  and  the  estimation  of  resource 

•  needs  for  programs.   Finally,  evaluation  methods  are  selected  and 
past  performance  assessed. 


♦Additional  Guidance  on  Conditions  &  Trends,  Goals  and  Objectives, 
*  and  Directions/Policies  is  found  in  Section  II:B,  "Explanation  of 
Plan  Elements."  IS   •  * 


a  :    CHART  -SHORT  RANOE  PLAg^i\iiB%IG 


PLANNING  TYPE 

TIME  HORIZON 

MAJOR  TASKS 

5th  FY  0981) 

1. 

Analyze  Condition-Trends  Data 

2. 

Prepare  Objectives 

Short  Range 

through 

3. 

Recommend  Policies 

4. 

Estimate  Resource  Needs 

let  FY  (1977) 

5, 

Evaluate  Performance  and  Results 

As  reflected  in  the  preceding  chart,  the  Departmental  Flan  should 
include  the  Organizations'  objectives  for  the  1st  through  5th  fiscal 
year  (1977  -  1981).   These  objectives  should  be  based  on  the  Organ- 
ization's legal  mandate  and  should  form  a  part  of  the  short  range 
planning  activities  listed  below: 

1.  Outline  the  need  for  condition  and  trends  data  and  develop 
the  approach  for  its  acquisition. 

2.  Collect  and  analyze  data;  make  projections. 

3.  Identify  problems  requiring  immediate  attention. 

4.  Prepare  objectives  based  on  findings  from  above  tasks  and  in 
consideration  of  long  range  goals. 

5.  Develop,  assess,  and  recommend  alternative  policies. 

6.  Estimate  the  resources  needed  to  acheive  policies. 

7.  Develop  methods  to  evaluate  performance  and  results. 

8.  Incorporate  results  of  evaluation. 


To  lend  structure  to  an  Organization's  Departmental  Plan,  the  ob- 
jectives should  be  grouped  according  to  "Mayor  Functional  Activity" 
(as  determined  by  each  Organization).   Objectives  should  cover  the 
time  horizon  of  the  1st  Fiscal  year  (1977)  through  the  5th  Fiscal 

year  (1981).  An  objective  includes  such  statements  as  the  following: 
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1.  The  desired  results  to  be  attained. 

2.  The  number  and  characteristics  of  the  people  who 
will  be  served  or  affected. 

3.  The  time  span  for  achievement. 


As  a  result  of  future  annual  plan  review,  and  update,  the  Organiz- 
ations' objectives  will  become  more  refined. 

An  objective,  related  to  the  illustrative  goal  presented  earlier, 
would  be  "to  construct  50,000  new  single  family  homes  costing  $25,000 
to  $35,000  each  in  1977  for  moderate  Income  families." 

Estimation  of  Resource  Needs 

As  a  part  of  short  range  planning.  The  Departmental  Plan  should  also 
address  the  specific  quantitative  and  detailed  planning  activities 
which  lead  to  operation  of  programs. 

The  Departmental  Plan  to  be  submitted  in  May  1975  should  include  a 
general  outline  of  the  Organization's  Fiscal  year  1977  budget  request 
due  for  submission  in  September  1975.   The  outline  should  include  the 
personnel,  dollars,  and  facility  requirements.   For  the  following 
four  fiscal  years  (1978  through  1981);  the  information  should  provide 
an  estimate  of  anticipated  resource  requirements.   Because  the  Depart- 
mental Plan  is  not  intended  to  duplicate  the  specificity  of  a  'budget 
submittal  request",  detailed  object  breakdowns  and  similar  budget 
data  are  not  required*   It  Is  further  understood  that  there  may  be 
some  variation  between  the  May  estimates  and  the  September  budget 
requests.   If  the  Organization  wishes  to  introduce  a  new  program  or 

make  other  changes  that  exceed  its  Budget  Resource  Limitation,  a 
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Program  Proposal  must  be  submitted.   For  details  on  Program  Proposal 
preparation  see  Section  III,  "Supplemental  Guidance." 

Svaluatlon  of  Performance  and  Results 

Once  an  appropriation  has  been  approved  and  funds  for  the  activity 
have  been  allocated,  the  role  of  management,  with  emphasis  on  evalu- 
ation, becomes  paramount.  The  Organization  Is  responsible  for  seeing 
that  progress  Is  made  toward  achieving  the  ends  specified  in  its  De- 
partmental Plan.  During  the  next  Fiscal  year  (.1976),  the  Organization 
should  devote  considerable  attention  to  monitoring  its  current  year's 
appropriation  so  as  to  assure  its  most  effective  and  efficient  use. 
Although  the  Departmental  Plan  cannot  account  for  every  possible  cir- 
cumstance that  may  occur,  the  experience  gained  through  the  planning 
efforts  and  continuing  plan  preparation  can  help  to  Identify  and 
resolve  the  more  serious  obstacles  encountered  in  program  management. 

The  basis  for  evaluation  is  established  by  prior  setting  of  performM- 
ance  standards.  The  purpose  of  the  Evaluation  Element  in  the  Depart- 
mental Plan  is  to  measure  the  performance  and  results  of  ongoing 
programs  and  Organizational  activities.  The  Departmental  Plan  should 
indicate  how  evaluation  will  provide  the  necessary  input  for  updating 
the  Organizations'  future  annual  plans.  The  plan  submitted  in  May 
should  identify  how  the  FY  • 76  programs  will  be  evaluated.  Reports 
on  the  results  of  evaluation  should  be  included  in  the  plans  sub- 
mitted in  future  years.  For  further  explanation  see  the  evaluation 
material  provided  in  Section  III,  "Supplemental  Guidance". 
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Thus,  Long  and  Short  Range  Planning  is  a  cycle  of  activity  that 
begins  with  problem  definition  and  continues  through  program  imple- 
mentation and  improvement.   Evaluation  activities,  along  with  plan 
review  efforts,  provide  the  necessary  stimuli  for  improvement  of 
the  Departmental  Plan. 

The  following  Chart  illustrates  the  composite  of  all  planning  and 
evaluation  activity  of  the  Executive  Planning  Process: 


19 


o 

eg 


< 

Uj 

-I 
< 

0 

iZ 


'  B.   Explanation  of  Plan  Elements 

Departmental  Plans  are  to  be  submitted  not  later  than  May  let  to 
the  Legislative  Committees:   House  Appropriations,  Senate  Finance 
and  Joint  Committee  on  the  Capital  Budget.   Plans  are  also  to  be 
0   submitted  for  review  and  conment  to:   The  Department  of  State 
Planning,  The  Department  of  Budget  &  Fiscal  Planning,  and  the 
Department  of  Fiscal  Services. 

To  assist  in  the  formulation  and  presentation  of  the  Departmental 

Plan,  the  Plan  Element  Outline  (a  copy  of  which  is  included)  is 

discussed  herein.  While  this  description  is  advisory  in  nature, 

use  of  the  format  provided  in  the  Plan  Element  Outline  (PEO)  is 

required. 

« 
^        The  first  two  elements  of  the  PEO,  Executive  Summary,  6t  Introduction, 

are  general  in  nature  and  are  adequately  described  in  the  Outline. 

Consequently,  this  discussion  shall  begin  with  an  explanation  of 

the  remaining  elements  of  the  PEO.   The  discussions  for  Conditions 

6i  Trends,  Goals  &■   Objectives,  and  Directions/Policies  are  related 

to  accompaning  flow  charts  that  outline  respective  tasks  6t  task 

relationships.   This  section  elaborates  on  these  tasks  and  their 

relationships  to  one  another  for  each  of  the  elements  indicated. 

The  Department  of  Budget  &■   Fiscal  Planning  has  provided  the  guidance 
•  for  the  elements  to  the  PEO  that  deal  with  Proposed  Changes  in 
Programs,  Implementation,  and  Evaluation.   These  materials  are  in- 
cluded in  Section  III,  "Supplemental  Guidance". 
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Plan  Element  Outline 

I.  Executive  Summary 

This  element  of  the  plan  should  encapsulate  the  plan's  overall  intent. 

1,  Summarize  the  material  contained  in  plan  elements  II  through  VIII 
as  it  has  been  approved  by  the  Secretary  or  Head  of  Agency. 

2*  Include  for  informational  purposes  the  executive  summaries  of 
divisional  level  plans  which  were  used  to  prepare  the  Agency/ 
Department  plan, 

II.  Introduction 

This  element  of  the  plan  should  indicate  the  scope' of  the  Agency's  authority 
to  plan  for  and  implement  program  action. 

1.  Interpret  the  Agency  or  Department's  legal  mandate..  • 

2.  Provide  a  brief  statement  of  the  major  changes  in  the  Anency/Oepf>rt- 
ment  since  the  last  plan  submission. 

3.  Provide  an  organizational  chart  and  indicate  the  number  of  personnel 
in  each  organizational  unit. 

k.      Include  additional  explanatory  information  where  appropriate. 

III.  Conditions^  Trends  &  Projections 

This  element  deals  with  presenting  a  description  of  pertinent  circumstances 
at  a  single  point  in  time.  It  should  measure  past  conditions  and  trends 
over  a  number  of  years  relative  to  the  present  year.  The  assessment  of 
appropriate  past  occurrences  prpvides  the  basis  for  trend  projections. 
Trend  projections  determine  the  rate  of  change  that  should  be  expected 
to  occur  over  time. 

NOTE?  Prepare  findings  (including  charts^  graphs,  etc.)  for  feasible 
management  presentation.  (Include  previous  evaluation  results 
where  applicable). 
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1,  Determine  what  data  fs  pertinent  to  the  needs  of  the  agency. 

2»  Conditions  and  trends  data  may  be  prepared  for  presentation  for 
the  following  (where  applicable). 

a.  population  growth 

b.  socio  -  behavioral  characteristics 

c.  socio-economic  characteristics 

d.  resources  (fiscal,  manpower,  facilities) 

e.  caseload,  workload 

3,  Collect  and  arrange  the  necessary  data  to  cover  a  number  of  years 

k.  Arrange  the  data  by  bar  graphs,  charts,  or  linear  scales  (etc) 

5,  Make  trend  projections  based  upon  the  above 

6.  Develop  assumptions  based  on  the  assessment  of  trend  projections 

7,  Coordinate  trend  and  condition  activity  with  other  agency/depart- 
ments were  commonality  of  interest  exists. 

8.  State  the  conclusions  of  the  assessment  of  conditions  and  trends 
data  that  determine  ^ong  range  goals  and -short  range  objectives. 

(Note;  Where  conclusions  are  founded  on  other  than  trend  pro- 
jections, state  the  basis) 

Goals  and  Obicctives 

This  element  of  the  plan  should  be  based  upon  legislative  authority,  the 
assessment  of  conditions  and  trends  date,  and  over-riding  issues  (as 
identified  in  element  V).     • 

A,  Goal  s  (long  range)  \  '    -. 

1.  List  the  long  range  goals  that  pertain  to  the  responsibility 
of  the  Agency. 

2,  State  Agency/Department  goals  by  specifying  proposed  accon^l ish- 
ment  within  time  frames. 
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B,   Program  Obicctives  (short  range) 

This  sub-element  should  specifically  explain  and  detail  what 
objectives  the  Agency/Department  plans  to  attain,  on  a  yearly 
basis,  for  a  period  of  five  years 

1,  Group  all  program  objectives  according  to  Major  Functional 
Activities  and  define  conrmon  objectives  accordingly. 

2,  Indicate  the  most  important  Agency/Ocpartment  objectives. 


Major  Policy  Directions  and  Actions 

This  element  of  the  plan  should  present  the  policy  decisions  of  the 
Secretary  or  Head  of  the  Agency.  These  decisions  should  be  based  on 
existing  authority,  assessment  of  the  data  presented  in  element  III, 
and  goals  and  objectives. 

A.  Current 

1.  Indicate  briefly  current  ^gency/Oepartflient  policy  that  guides 
each  Major  Functional  Activity. 

B.  Changes 

1.  State  the  important  new  policy  direction(s)  adopted  by  the 
Secretary  or  Agency  Head  v/hich  are  within  the  scope  of 
authority  to  implement. 

2.  State  the  important  new  policy  direction(s)  that  are  recom- 
mended by  the  Secretary  or  Agency  Head  to  the  Governor  and 
General  Assembly  for  approval.   For  e?ch  policy  recorrmended 
to  the  Governor  or  General  Assembly  provide  the  followings 

a.  the  background  of  the  recornnendation(s)     -   ■   " 

b.  the  alternative  program  courses  of  action  and 
respective  fiscal  strategies  considered  for  imple- 
mentation. 

c.  those  decisions  and  actions  by  priority  that  are 
needed  immediately  to  avoid  or  reduce  foreseeable  and 
undesirable  long  range  consequences. 

3.  If  additional  policy  study  and  development  of  data  ar"^  needed, 
indicate  the  date  when  the  final  decision  and  the  choice  of 
recommended  implementation  strategy  must  be  made. 
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Proposed  Changes  in  Programs 

This  section  of  the  plan  should  focus  on' all  Program  Proposals  v/hich 
have  been  submitted  by  the  Agency  in  this  planning  cycle.  Proposals 
for  increase  or  decrease  (program  termination)  in  budget  level  which 
are  approved  during  the  year  will  be  used  to  adjust  the  Budget  Resource 
limitation  for  the  Agency.  These  proposals  pssure  that  all  information 
relative  to  the  needed  decision  by  the  Governor  is  prepared  anc'  pre- 
sented at  one  time. 

(NOTE:  These  proposals  cpust  be  prepared  and  submitted  in  accordance 
with  Program  Proposal  Guidance;   see  Section  III,  "Supplemental 
Guidance." 

1.  , Group  and  list  all  Program  Proposals  which  have  been  submitted 

by  the  Agency  in  this  planning  cycle  according  to  the  following 
categories: 

a.  Program  reduction  or  terminations 

b.  Program  expansion  or  modification 

c.  New  program  initiatives 

d.  Programs  which  fall-out  of  Budget  Resource 
Limitation  (See  element  V,  paragraph  k) 

2.  Indicate  for  each  program  proposal  listed: 

a.  The  original  submittal  date  or  the  date  of  last  revision 

b.  The  status  as  of  the  plan  preparation  date  (i.e.  approved, 
disapproved,  under  consideration,  held  for  further  input, 
withdrawn). 

Implementation  FY  77-81 

This  element  outlines  the  programs  of  the  agency  and  the  resources  planned 
for  their  execution  in  each  fiscal  year.   For  each  program  (or  groups  of 
programs)  for  which  objectives  were  identified  in  element  IV  show  the 
personnel,  dollar,  and  facility  requirement  by  year  and  source  of  funds. 
(Detailed  object  breakdown  is  not  required). 

1.   Group  all  programs  into  a  small  number  of  Major  Functional  Activities, 
each  of  which  has  some  significant  characteristics  in  connon  (i.e. 
programs  for  a  particular  region,  regulatory  programs,  etc.) 
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2,  Show  the  total  resources  by  fiscsl  year  required  for  each  Major 
Functional  Activity  and  the  grand  total  by  fiscal  year  for  the 
Agency/Department,.   (The  grand  total  of  General  Funds  must  not 
exceed  the  Budget  Resource  Limitation  for  each  year  and  all 
detailed  calculation  must  be  in  accordance  v/ith  Fiscal  Guidance 
issued  by  the  Department  of  Budget  and  Fiscal  Planning). 

3,  Include  only  those  programs  which  can  be  accomplished  within  the 

-  Budget  Resource  Limitation.   (These  included  programs  should  repre- 
sent the  highest  priority  of  the  Agency), 

k.      For  those  programs  which  f?11  oitt  of  the  Bud^ict  Rf^source  Limitation 
and  cannot  be  included  in  the  implementation  plapjorenare  and  submit 
these  programs  as  "Program  Proposals".   (See  plan  element  VI) 

5.  List,  as  an  appendix  to  this  section,  those  programs  which  have 
been  curtailed  or  terminated.   (In  order  to  allow  for  possible 
program  expansion,  program  initiation,  and/or  inclusion  of  programs 
under  {h)   which  exceeded  Budget  Resource  Limitation). 

6.  Idenfity  the  changes  from  one  FY  to  the  next  resulting  from 

a.  Workload  or  caseload  formula  increases  (\\/herc  applicable) 

b.  Inflationary  increases 

c.  Program  proposals  which  were  approved  during  the  prior  year 

7.  Adjust  the  previously  received  Budget  Resource  Limitation  to  include*, 
the  total  of  proposals  approved  since  the  previous  plan  submission 

VIII.  Evaluation 

This  element  will  describe  Agency/Department  evaluation  activities. 
A,  Aqency/Pepartmental  Organization  and  Process  for  Evaluation 

1.  Describe  the  organizational  units  and  officials  who  have  been 
assigned  the  direct  responsibility  for  evaluation 

2.  Describe  the  Agency/Department  Evaluation  Process  including: 

a)  identifying  management  or  program  issues  for  evaluation 

b)  managing  the  execution  of  cvi^luation  studio? 
•     c)  employing  the  results  for  decision-making. 
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B,  Decision  Data  Renuiremrnts  for  FY  77-81 

1.  Describe  the  major  decision  issues  requiring  specific  eval- 
uation of  results  to  date, 

2.  Describe  the  major  decision  issues  vyhich  will  require  eval- 
uation data  and  recommendations  during  FY  77-81. 

3.  List  and  give  a  brief  description  of  request  for  specific 
evaluations  (indicate  source,  i.e.,  unit,  Office  of  the  Secretary, 
Agency  Head,  Department  of  Budget  and  Fiscal  Planning,  Depart- 
ment of  State  Planning,  Governor,  General  Assembly,  Coordinatinq 
Agency). 

C,  FY  76  Prniectss  For  each  program  or  mpnagenr?nt  activity  list  thp. 
program  title,  the  major  evaluation  questions  for  FY  76,  the  unit 
responsible  for  the  study,  and  the  due  date  of  the  report. 

D»  FY  77  Budget  Proposals;  This  section  v;i  1 1  present  the  major 
evaluation  projects,  prop>osed  for  FY  '77  funding  and  implementa- 
tion using  the  format  of  Evaluation  Guidance;  see  Section  III, 
"Supplemental  Gxildance." 
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Conditions,  Trends,  and  Fro.jections 

The  tasks  described  below  are  numbered  to  correspond  with  boxes  in 
flow  chart  U  -   Conditions  sind  Trends.  Further  explanation  is  provided 
in  Section  III  in  the  form  of  an  example. 

1)  Identify  Significant  Conditions; 

As  a  result  of  having  defined  emerging  and  anticipated  problems 
in  general  terms  and  having  established  various  directions  to 
pursue  in  solving  the  problems  (Long  Hange  Planning),  the 
significant  condition  or  conditions  that  require  detailed 
examination  can  be  determined. 

2)  Identify  Condition  Information; 

By  more  closely  examining  a  problem,  its  specific  character  can 
be  more  readily  determined.  The  information  that  is  needed  to 
perform  an  analysis  is  identified.  In  order  to  provide  the 
necessary  historic  perspective,  the  information  to  be  obtained 
must  cover  a  number  of  years. 

3)  Assemble  Needed  Data: 

Once  identified,  the  soxirces  for  the  information  should  be 
determined  and  the  information  collected.  To  aid  in  analysis, 
the  information  should  be  assembled,  ordered  and  tabulated. 
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4)  Analyze  Conditions  and  Determine  Trends 

Information  that  has  been  ordered  and  tabulated  is  analyzed  to 
determine  the  nature  and  magnitude  of  the  conditions. 

5)  Project  Trends 

The  use  of  historical  data  in  projecting  a  trend  is  essential. 
Trend  projections  can  assist  in  determining  the  anticipated  extent 
of  the  condition  and  the  size  of  the  target  group  or  geographic  area 
it  affects.  Trend  projections  should  be  carefully  analyzed  with 
regard  to  the  impact  of  major  current  events  and  other  quantifiable 
techniques  %/here  appropriate. 

6 j   Illustrate  Charts  and  Graphs 

The  illustration  of  conditions,  trends  and  projections  permits 
clear  presentation  of  a  significant  trend. 

7)  Assess  Conditions,  Trends,  and  Trend  Projections 

It  is  the  responsbility  of  the  staff  and  the  Organization  Head 

to  assess  the  trend  data  and  projections.  The  assessment  should 
include  the  likely  impact  of  the  trend,  if  it  continues,  on  the 
State,  the  Organization  and  the  citizenry. 

8)  Statement  of  Conclusions 

Based  on  the  information  provided  through  completion  of  the  above 
tasks,  conclusions  can  be  drawn  and  should  be  stated.   The  degree 
to  which  goals  and  objectives  may  need  to  be  modified  should  be 
considered. 
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Tlie  identification  of  significant  conditions,  the  projection  of  trends, 
their  assessment  and  the  subsequent  conclusions  which  affect  and  in- 
fluence an  Organizations'  Goals  and  Objectives  should  be  stated  in  the 
Departmental  Plan. 

The  following  flow  chart  graphically  depicts  the  tasks  involved.* 


*  Additional  detailed  Conditions  and  Trends  guidance  is  available  in 
Section  III,  "Supplemental  Guidance." 
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Goals  and  Objectives  (G  and  O) 

An  Organization's  development  of  new  and  revision  of  existing  goals 

and  objectives  are  predicated  ui>on  a  number  of  input  factors.  The 

first  foxir  items  of  the  accompanying  flow  chart  depict  those  factors. 

The  discussion  which  follows  elaborates  on  the  relationship  of  these 

factors  as  well  as  the  additional  tasks  involved  in  Goal  and  Objective 

formulation. 

1)  Legislative  Mandate; 

An  Organization's  authority  and  responsibility  is  governed  by  its 
legislative  mandate.  The  formulation  of  new  and  the  revision  of 
current  goals  and  objectives  consequently  should  be  related  to 
an  organization's  legal  mandate. 

2)  Current  Program  Objectives; 

An  organization's  current  programs  and  operations  serve  to  in- 
fluence the  preparation  of  new  and  revised  goals  and  objectives. 

3)  Existing  Goals  and  Objectives; 

Current  Goals  and  Objectives  are  addressed  to  specific  previously 
defined  problem  areas.  As  a  result  of  the  scope  of  an  organization's 
authority  and  its  current  level  of  program  operation,  problems  may 
be  changing  or  revised.  Consequently,  the  refinement  of  current 
goals  and  objectives  must  be  addressed  accordingly. 
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U)     Assessment  of  Conditions  and  Trends; 

The  last  input  factor  influencing  goal  and  objective  formulation  is 
Conditions  and  Trends.  Indications  of  significant  growth  (or 
decrease)  of  a  problem  should  result  in  the  revision  of  current 
goals  and  objectives.  As  an  information  source,  conditions  and 
trends  also  provides  the  primary  impetus  to  formulate  new  goals 
and  objectives. 

These  four  factors  act  as  input  to  the  process  of  Goal  and 
Objective  formulation.  The  action  that  occurs  thereafter  comes 
as  a  resiilt  of  this  influence. 

5)  Identify  Needed  Changes; 

As  a  result  of  consideration  of  the  four  input  factors,  an 

Organization  should  determine  what  changes  it  will  make  to  address 

the  problems  and  circumstances  it  has  ascertained  to  be  of 
significance. 

6)  Statement  of  Long  Range  Goals  and  Priorities; 

The  Statement  of  Long  Range  Goals  must  be  examined  in  association 
with  the  Organization's  Mandate.  The  conclusions  drawn  and  goals 
and  objectives  will  serve  to  identify  needed  revisions  to  ciirrent 
as  well  as  the  need  for  the  formulation  of  new  goals  and  objectives. 

Revised  and  new  goals  should  be  incorporated  into  the  Annual 
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Departmental  Plan.  The  goals  should  be  ordered  by  their  degree  of 
importance.  Through  regular  update  and  plan  revision,  certain 
Organization  goals  may  become  more  specific,  finally  reaching  the 
level  of  objectives. 

7)  Identification  of  Short  Range  Objectives; 

Short  Range  Objective  identification  occurs  in  relationship  to 
tasks  1+,  5»  and  6.  Where  appropriate,  cuirrent  objectives  will 
need  to  be  updated  to  reflect  the  changes  and  refinement  of  goals. 

8)  Listing  of  Objective /Program  Objectives; 

The  last  step  in  the  chain  of  task  relationship  deals  with 
identifying  the  various  levels  of  developed  objectives  and  the 
priorities  among  them.  Those  objectives  which  have  been  developing 
overtime  and  possess  a  more  specific  detailed  character  should  be 
regarded  as  program  objectives.  To  organize  information  for 
presentation  in  the  Departmental  Plan,  Objectives  should  be  grouped 
in  "Major  Functional  Activities"  by  time  horizon  (l,  2,  3>  ^»  or 
5  years  hence).  The  basis  for  distinguishing  the  commonality  of 
the  groupings  as  well  as  the  groupings  themselves  should  be  in- 
cluded in  the  Goal  and  Objective  section  of  the  Organization's 
Departmental  Plan. 
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Ma.jor  Directions /Policiea; 

An  Organization's  ability  to  formulate  policy,  establish  directions, 
and  piirsue  coxirses  of  action  is  predicated  upon  a  nxunber  of  input 
factors.  The  discussion  which  follows  elaborates  on  the  relationship 
of  these  factors  as  well  as  the  additional  tasks  involved  with  Policy, 
Directions  and  Actions  development. 

1)  Legislative  Mandate; 

The  scope  of  an  Organization's  authority  to  issue  policy  etc. 

is  governed  by  its  legislative  mandate.  Consequently,  in  prepaxing 

policy,  an  Organization  must  carefully  interpret  the  range  of  its 

authority.  Where  it  appears  that  policy  formulation  extends  beyond 

the  Organization's  authority  that  interpretation  along  with  the 

dociomentation  of  the  policy  should  appear  in  the  Departmental 

Plan. 

2)  Existing  Directions/Policy: 

The  activity  resulting  from  existing  policies  affects  the 
Organization's  operations  and  modes  of  behavior.  This  information 
about  the  activities  of  the  Organization  serves  as  input  data  for 
Major  Policies,  Directions  and  Actions. 

3)  Assessment  of  Conditions  and  Trends; 

An  Organization's  existing  Policies  are  subjected  to  reassessment 
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in  the  li^t  of  changed  circumstances  (i.e.,  problems  improving/ 
deteriorating).  New  sources  of  information  provide  the  basis  for 
assessment  and  reassessment  of  an  Organization's  overall  work 
activity.  Consequently,  Conditions  and  Trends  assessment  provides 
a  primary  impetus  for  identification  of  the  need  for  change. 

k)     Goals  and  Objectives; 

An  Organization's  Goals  and  Objectives  define  the  areas  in  which 
Directions/Policies  should  be  enunciated.  Consequently,  Goals  and 
Objectives  serve  as  an  additional  background  source  of  influence 
that  assists  in  preparing  directions/policies. 

5)  Evaluation  of  LiTnitations; 

In  identifying  the  needs  for  changing  and  prioritizing  policies  and 
direction,  the  Organization  must  determine  whether  the  intended 
direction/policy  can  be  realistically  implemented.  Limitations 
may  include  cvocrent   funding  shortages,  lack,  of  jurisdiction,  and 
the  inability  of  State  level  responses  to  affect  the  sit\iation. 

6)  Identify  Needed  Changes  and  Prioritize; 

Based  upon  the  information  of  steps  1  through  5,  the  Organization  • 
must  identify  what  changes  it  expects  to  make  to  its  directions/ 
policies.  Complete  jxistification  for  the  change(s)  establishes 
the  basis  for  what  new  directions  and  policies  follow.  It  also 
permits  those  who  must  pass  judgment  or  issue  new  policy  a  clear 
understanding  of  the  reasons  behind  the  change. 


37 


7)  Statement  of  DirectionB/Policies; 

When  the  decision  to  issue  new  Directions/Policies  has  been  made, 
the  background  infoimation,  the  Directions,  Fiscal  Strategies,  and 
alternative  program  courses  of  action  by  priority  should  be  documented 
in  the  Departmental  Plan.  In  this  way,  the  Organization  uses  the 
plan  as  a  vehicle  to  bring  the  statement  of  directions/policies  to 
the  attention  of  other  concerned  State  bodies. 

The  following  flow  chart  visually  depicts  the  tasks  and  task  relation- 
ships as  discussed. 
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Proposed  Changes  in  Programs  ; 

The  information  contained  in  the  plan  represents  the  decisions  of  the 
head  of  the  organization  as  to  what  his  activities  must  be  in  order 
to  reach  the  objectives  stated  in  Section  IV  of  the  plan.   It  is 
necessary  to  clearly  distinguish  between  those  decisions  which  can 
be  made  within  the  limits  of  authority  and  resources  available  to  the 
organization  and  those  decisions  which  require  approval  or  further 
action  by  other  agencies  or  by  the  Governor  or  the  Legislature  prior 
to  implementation.   The  mechanism  for  presenting  the  decision  question 
and  all  of  the  related  supporting  data  and  arguments  is  the  program 
proposal.   Program  proposals  are  not  in  themselves  a  part  of  the  plan, 
and  guidance  for  preparation  of  program  proposals  is  separately  issued. 
Although  program  proposals  may  be  prepared  and  submitted  at  any  time 
during  the  year,  the  decision  as  to  what  to  propose  and  when  to  submit 
the  proposal  must  be  coordinated  with  the  planning  cycle. 

Section  VI  of  the  plan  requires  that  all  proposals  which  have  been 
submitted  since  the  last  plan  was  prepared  be  listed  along  with  their 
status.   This  is  done  to  make  it  possible  for  the  reviewer  of  the 
plan  at  least  to  be  aware  that  significant  changes  in  the  activities 
of  the  organization  are  pending  and  to  make  judgments  based  on  the  plan 
data  and  his  conclusions  as  to  the  likelihood  of  pending  proposals 
being  approved.   Program  proposals  which  have  already  been  approved  at 
the  time  the  plan  is  prepared  should  be  incorporated  fully  into  the 
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data  contained  In  the  Implementation  Section  VII. 

It  is  important  to  remember  that  the  proposal  is  the  means  of  moving 
frcMD  a  policy  reccwnmendation  stated  in  somewhat  general  terms  to  specific 
items  which  will  be  incorporated  in  the  detailed  data  describing  the 
expected  activities  of  the  organization  for  the  next  five  years. 
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Implementation  FY  77-81 

The  implementation  section  of  the  plan  documents  the  decisions  on  what 
detailed  resources  will  be  required  to  carry  out  the  activities  which 
the  Organization  has  determined  are  necessary  in  order  to  meet  its  goals 
and  objectives.   The  total  of  resources  must  equal  the  limitation  imposed 
on  the  Organization  in  dollars,  personnel  positions  and  any  other  external 
constraints.   The  detailed  apportionment  of  resources  among  the  various 
activities  of  the  Organization  should  reflect  the  priorities  of  its  head. 
In  the  near  future  it  is  highly  unlikely  that  sufficient  resources  will 
be  available  for  organizations  to  undertake  all  of  the  activities  which 
might  be  desirable.   It  is,  therefore,  quite  vital  that  the  decision 
as  to  which  activities  should  be  supported  and  which  activities,  because 
of  a  limitation  of  resources,  could  be  deferred  to  later  years  or  reduced 
or  terminated,  be  made  by  the  Organization  rather  than  being  made  by  the 
Planner,  Budget  Analyst  or  Legislative  Analyst.   Section  VII  of  the  plan 
is  the  statement,  by  the  Organization,  of  what  those  decisions  are. 

Section  VII  is  not  a  five-year  budget  request.   The  amount  of  detail 
contained  in  Section  VII  for  any  one  activity  is  much  less  than  the 
detail  contained  in  the  annual  budget  request  for  that  activity.   It  is 
expected  that  the  information  will  be  used  by  the  analyst  when  he  makes 
his  detailed  review  of  the  item  in  the  budget  in  order  to  assess  its 
longer  range  Implications  beyond  the  particular  fiscal  year  for  which 
the  budget  is  being  requested.   It  should  also  be  possible  for  the  analyst, 
upon  request  to  the  agency,  to  obtain  the  back-up  data  showing  how  these 
particular  decisions  were  arrived  at,  but  it  is  not  necessary  for  all 
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of  that  information  to  be  included  in  the  planning  docvunent  as  submitted. 

A  comparison  of  the  amount  of  detail  required  at  various  planning  levels 
for  one  particular  activity  which  has  been  selected  by  the  Organization 
as  a  means  of  attaining  its  stated  goals  and  objectives  would  show  that 
the  discussion  ia  Section  V,  Major  Policy  Directions  and  Actions,  deals 
with  rough  estimates  and  relatively  general  descriptions  of  activities 
and  identification  of  major  milestone  dates.  As  the  item  moves  into  the 
implementation  section,  after  a  decision  to  proceed  with  the  policy  re- 
commendation, and  to  approve  the  program  proposal,  the  activity  is  des- 
cribed in  more  detail,  including  a  year  by  year  breakdown  of  the  resources 
required  and  the  major  results  to  be  accomplished  within  each  of  the  five 
fiscal  years.   The  budget  request,  in  contrast,  provides  a  detailed  break- 
down by  object  of  expenditure  of  the  resources  required  for  the  next  fiscal 
year  with  minimal  reference  to  the  specific  goals  and  objectives  of  such 
expenditures. 

Obviously,  the  first  year  of  the  five  year  implementation  section  should 
correspond  with  the  budget  request  submitted  for  the  upcoming  fiscal 
year,  but  it  is  recognized  that  decisions  may  be  made  in  the  interim 
between  May,  when  the  plan  is  submitted,  and  September,  when  the  budget 
request  is  submitted,  that  changes  these  figures.  An  audit  trail  of  the 
reasons  for  such  changes  should  be  available  and  should  refer  back  to 
anticipated  decisions  and  problems  which  had  been  mentioned  in  the  plan. 
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Evaluation 

Evaluation  and  planning  can  be  considered  as  two  sides  of  a  manage- 
ment coin.   The  planning  process  looks  forward  at  the  results  the 
organization  should  be  attaining  and  analyzes  what  particular 
activities  and  resources  are  necessary  for  their  attainment.   Eval- 
uation of  programs  is  necessary  in  order  to  look  back  at  past 
activities  to  determine  whether  or  not  the  results  which  had  been 
planned  have,  in  fact,  been  attained  and  if  not  to  decide  on  the 
appropriate  changes. 

Evaluation  activities  are  a  separate  management  concern  and  are  not 
fully  described  or  discussed  in  the  Planning  Guidance  Manual,  how- 
ever, evaluation  activities  must  be  planned  for.   It  is  necessary 
to  decide  what  evaluation  results  are  needed,  what  evaluation 
activities  must  be  conducted  in  the  future  and  what  resources  will 
be  needed  to  conduct  them.   So  it  can  be  fairly  said  that  it  is 
necessary  to  plan  for,  performance  of  evaluation  as  well  as  to  eval- 
uate performance  of  plans. 

Section  VIII  of  the  Plan  is  the  organization's  plan  for  evaluation. 
It  should  provide  information  to  the  reviewer  and  user  of  the  plan  on 
what  programs  are  going  to  be  evaluated  in  the  near  future.   It  can  be 
assumed  that  the  evaluation  will  more  than  likely  generate  recommend- 
ation for  changes  to  thos  programs  and  these  changes  will  appear  in 
subsequent  plans.   The  need  for  evaluation,  for  the  most  part,  should 
be  identified  by  the  organization  before  outside  agencies  are  aware  of 
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the  problem.   However,  evaluation  projects  may  be  requested  by  the 
Legislature,  by  the  Governor,  or  by  other  State  Agencies  which  have 
this  responsibility.   The  plans  tor  evaluation  should  take  these 
requests  into  account  and  indicate  the  extent  to  which  the  agency's 
resources  will  be  devoted  to  these  evaluation  projects.   The  reviewer 
or  user  of  the  plan  should  be  able  to  determine  whether  or  not  questions 
about  particular  programs  which  have  been  raised  in  his  mind  are  already 
in  the  process  of  being  answered. 
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ills       SUPPLEiV^Ei^TAL  GUIDANCE 


TIME  SCHEDULE  FOR  EXECUTIVE  PIAN  DEVELOPMENT 
The  Executive  Planning  Process  is  continuous  in  nature.   Decisions 
made  in  the  past  are  updated  to  reflect  the  current  circumstances. 
The  suggested  sequence  of  annual  events  is  as  follows: 

CALENDAR  FOR  EXECUTIVE  PLANNING  CYCLE 


Approximate  Date 
July  1  -  September  30 

October  1 

October  1  -  November  30 

December  1 

December  1  -  December  31 

January  1 

January  1  -  March  31 

April  1 

April  1  -  April  30 

May  1 

May  1  -  June  30 


Activity 

Organization  ^prepares  program  evaluations 
and  reviews  goals  and  objectives 

Annual  Program  Evaluation  Report  submitted 

Goals  updated 

5-Year  Revenue  Estimates 

Update  data  base 

Governor's  Planning  Guidance  Statement 

Organization  formal  plan  preparation 

Organization  head  reviews  Draft  plan 

Preparation  of  plan 

Organizations  submit  plans 

Plan  review  and  comment  by  Departments 
of  State  Planning,  Budget  and  Fiscal 
Planning,  and  Fiscal  Services 


46 


LIST  OF  PLANS  REQUIRED 


The  following  is  a  listing  of  the  Organizations  required  to  sub- 
mit a  Departmental  Plan; 
ABBREVIATION  ORGANIZATIONS 


BISM 

BTSC 

COHR 

COMP 

DAGR 

DAT 

DBFP 

DECD 

DESS 

DCS 

DHMH 

DLR 

DOE 

DNR 

DOP 

DOT 

DPSC 

DSP 

EPO 

GBMA 

GCLE&AJ 

MCHE 

MCPB 

MSD 

MHEL 

MTC 

OOA 

MD 

PDS 

PSC 

SBCC 

SMCM 

SLA 

SLD 

SSB 

TREA 

UN  IV 

WCC 


Blind  Industries  and  Services  of  Maryland 

Board  of  Trustees  of  State  Colleges 

Commission  on  Human  Relations 

Comptroller  of  the  Treasury 

Department  of  Agriculture 

Department  of  Assessment  and  Taxation 

Department  of  Budget  &  Fiscal  Planning 

Department  of  Economic  &  Community  Development 

Department  of  Employment  &■   Social  Services 

Department  of  General  Services 

Department  of  Health  &  Mental  Hygiene 

Department  of  Licensing  6^  Regulation 

Department  of  Education 

Department  of  Natural  Resources 

Department  of  Personnel 

Department  of  Transportation 

Department  of  Public  Safety  &  Correctional  Services 

Department  of  State  Planning  ^RPC  plan  incl'd.  w/DSP) 

Energy  Policy  Office 

Greater  Baltimore  Consolidated  Food  Market  Authority 

Governor's  Commission  on  Law  Enforcement  &  Adm.  Justice 

Maryland  Council  on  Higher  Education 

Maryland  Commission  for  Public  Broadcasting 

Maryland  School  For  the  Deaf 

Maryland  Higher  Education  Loan  Corporation 

Maryland  Tax  Court 

Office  of  Aging 

Military  Department 

Public  Defender  System 

Public  Service  Commission 

State  Board  for  Community  Colleges 

St  Mary's  College  of  Maryland 

State  Lottery  Agency 

State  Law  Department 

State  Scholarship  Board 

State  Treasurer 

University  of  Maryland 

Workman's  Compensation  Commission 
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Program  Proposal  Guidance 

I.   Introduction 

In  order  to  present,  to  an  executive,  decisions  to  be  made  at  minimum 
cost  of  his  time  and  energies,  careful  preparation  of  the  question 
is  necessary.   The  Program  Proposal  is  designed  to  clearly  identify 
those  new  programs  or  major  changes  to  continuing  programs  which  re- 
quire high  level  approval  and  authorization. 

To  assure  that  all  information  relative  to  the  needed  decision  is 
prepared  and  presented  at  one  time,  specific  program  proposals  must 
be  submitted. 

The  content  of  the  Program  Proposal  is  described  in  the  next  section. 
The  calendar  for  submittal  of  Program  Proposals  is  flexible,  but 
proposals  must  be  submitted  with  adequate  time  for  review  and  approval 
before  the  deadlines  for  incorporation  into  the  implementation  plan, 
the  Agency's  budget  limitations,  and  the  Agency's  budget  request. 

II.   Program  Proposal  Elements 
A.   New  Programs 

1  -  Problem  Statement  and  Background 

A  succinct  narrative  discussion  of  how  the  need  for  a  new 
program  was  recognized  and  defined,  including  pertinent 
evaluative  results  and  comparative  and  historical  statistics. 
Also  include  reference  to  policy  statements,  strategic  plans, 
legislation,  and  other  related  activities  which  influence 
perception  of  the  problem  or  which  present  alternative  view- 
points of  it. 
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2  -  Program  Goals  and  Description 

A  brief  narrative  statement  of  what  the  proposed  programs 
will  accomplish  plus  when  and  how  it  will  be  done.   Describe 
how  it  will  contribute  to  carrying  out  the  Agency's  Major 
Functional  Activities. 

3  -  Specific  Objectives 

A  list  of  short,  precise  statements  describing  the  conditions 
which  will  exist  or  the  amount  of  change  which  will  be  achieved 
by  a  given  date,  assuming  the  program  was  properly  managed. 
In-so-far-as  possible,  objectives  should  be  quantified,  but 
identifiable  discrete  qualitative  objectives  are  acceptable. 
The  achievement  date  should  be  determined  by  how  long  the  deci- 
sion made  must  remain  valid,  i.e.  what  is  the  time  needed  to 
achieve  the  objectives  and  to  benefit  sufficiently  from  the 
proposed  changes.   If  the  proposal  is  for  development  of  an 
on-going  capability,  the  date  should  be  defined  by  the  shortest 
period  in  which  the  desired  results  can  be  demonstrated  to 
have  been  achieved  thereby  enabling  a  management  decision  either 
to  terminate  or  to  continue  the  efforts. 

4  -  Program  Approach  • 

A  technical  discussion  of  how  the  specific  objectives  will  be 
accomplished,  including  analysis  of  alternative  approaches 
considered  and  reasons  for  choosing  the  proposed  approach. 
Include  an  analysis  of  the  limitations  imposed  by  present 
policies  and  capabilities.   Discussion  should  avoid  generalities 
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and  deal  as  directly  as  possible  with  specific  activities  in- 
cluding major  problems  anticipated  and  significant  decisions 
which  must  be  delayed  until  more  information  is  obtained. 
Also  discuss  how  the  approach  is  designed  to  generate  the  data 
needed  for  monitoring  and  evaluation  of  the  program  at  appro- 
priate times  throughout  its  life. 

5  -  Statement  of  V/ork  and  Schedule 

Submit  a  chart  (GANTT,  PERT  or  other)  organized  to  show  im- 
portant work  activities  and  milestone  events  for  monitoring 
accomplishment  of  each  of  the  objectives.   Show  start  and 
completion  dates  and  primary  performance  responsibility  for 
each  item.   Cover  all  items  of  work  from  approval  of  the 
program  to  completion  of  the  final  evaluation  and  decision 
on  further  action  after  the  objectives  have  been  attained. 
Sub-divide  all  lengthy  or  high  cost  activities  so  that  appropri- 
ate management  check  points  exist  for  schedule  and  cost  control. 
(Objectives  and  work  activities  are  not  the  same,  e.g.  if  the 
objective  is  "to  have  a  cake  for  your  birthday",  one  of  the 
work  activities  is  "someone  (you   specify  who)  stirs  the  batter.  " 

6  -  Budget  Requested         ' 

Include  1)   Total  cost  estimates  by  FY;   2)  Estimated  costs 
of  exceptional  items,  e.g.  consultants,  grants,  nev;  facilities 
or  equipment,  etc;   3)   Positions  required  for  the  program 
including  a  statement  analyzing  the  impact  of  the  proposal 
on  overall  position  requirements  of  the  Agency  as  to  number, 
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salary  levels,  period  required  and  availability  of  qualified 
personnel  already  on  the  /agency  rolls.   Indicate  whether  a 
position  is  permanent  or  for  a  restricted  period  (the  life 
of  the  program  or  less)  and  if  training  is  required  for  re- 
assigned personnel. 

7  -  Funding  Plan 

List  the  total  funds  required  in  each  FY  and  proposed  sources 
of  funds,  showing  %  of  total  from  each  source  in  each  FY. 
Identify  source  as  to  Federal,  additional  General  Funds  above 
Budget  Resource  Limitation,  Special,  Non-Budgeted,  Funds 
diverted  from  other  Programs  or  Local  Jurisdiction  contri- 
bution.  If  funds  are  to  be  made  available  in  the  budget  by 
reduction  or  termination  of  other  programs,  identify  the 
progrr.ms  from  wliich  funds  will  be  diverted  and  the  evaluation 
studies  justifying  the  diversion. 

8  -  Evaluation  Plan 

State  the  criteria  by  which  attainment  of  each  objective  will 
be  judged,  particularly  qualitative  objectives.   Identify 
specific  measurement  and  evaluation  tasks  throughout  the  pro- 
gram such  as  operational  audits,  management  reviev/s,  progress 
reports,  client  surveys,  independent  evaluations  etc.   Such 
tasks  should  be  designed  to  determine  if  objectives  have  been 
or  will  be  met  and  to  permit,  at  least  at  the  end  of  each 
budget  period,  management  decisions  to  terminate,  revise  or 
continue  the  program. 
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B.   Major  Changes  to  Continuing  Programs 

Definition:   A  continuing  program  is  an  operational  program  of 
the  agency.   Research,  Demonstration,  or  Development  phases  of 
a  program  must  have  a  definite  completion  date.   Operational 
programs  do  not,  but  they  must  be  periodically  evaluated  with 
the  expectation  that  a  properly  managed  program  will  continue  as 
planned. 

1  -  Progress  to  date 

Submit  reports  and  other  data  showing  the  accomplishments 
of  the  program  to  date  as  indicated  by  the  monitoring  and 
evaluation  activities  and  explain  why  the  proposed  change 
is  needed. 

2  -  Forecasts  of  completion 

Indicate  those  original  program  objectives  which  are^  a) 
reasonably  certain  to  be  met,  b)  questionable,  c^  in  serious 
jeopardy,  and  d)  no  longer  applicable.   Explain  the  reasons 
for  those  in  d)  and  the  corrective  action  planned  for  those 
in  c;. 

3  -  Revision  of  original  proposal  for  operational  programs 

Submit  revised  Objectives  (item  3),  Statement  of  Work  and 
Schedule  (item  5),  Budget  (item  6),  Funding  Plan  (.item  1) 
and  Evaluation  Flan  (item  8)  as  appropriate.   Include  only 
those  changes  which  will  affect  the  results  of  the  program 
or  which  represent  major  changes  in  work  and  funding  levels. 
Explain  the  nature  of  the  change,  what  action  was  taken  to 
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hold  to  the  original  plan  and  why  the  change  is  necessary 
in  order  to  accomplish  the  objectives.   Specify  as  the  attain- 
ment date  in  the  revised  objectives  (item  3)  the  earliest 
time  at  which  a  major  evaluation  can  demonstrate  the  effective- 
ness of  the  change. 
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Checklist  for  Deciding  to  Prepare  and  Submit  a  Program  Proposal  i 


1  -  Is  the  total  program  cost  a  significant  portion  of  the  Agency's 

planned  expenditure  during  the  period  covered  by  the  proposal? 

2  -  Is  the  proposed  program  a  significant  policy  shift  for  the  Agency? 

3  -  Does  the  proposed  program  require  changes  in  legal  authorization 

or  was  the  new  effort  directed  by  the  Legislature  or  the  Governor? 

4  -  Have  efforts  to  redirect  current  programs  to  accomplish  the  pro- 

posed program  objectives  been  exhausted? 

5  -  Have  efforts  to  make  funds  and  positions  available  within  current 

constraints  by  reducing  existing  program  levels  been  exhausted? 

6  -  Do  evaluations  of  current  agency  programs  support  the  need  for 

this  new  effort? 
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Scope  of  Proposal  Approval t 

1.  Program  Proposals  are  submitted  by  the  Secretary  or  Agency  Head 
for  approval /disapproval  by  the  Governor. 

2.  Proposals  are  submitted  to  the  Governor  through  the  Department 
of  Budget  and  Fiscal  Planning,  the  Department  of  State  Planning 
and  any  other  State  agency  with  the  responsibility  to  coordinate 
and  recooniend  to  the  Governor  in  the  area  of  activity  covered. 

3.  Approval  may  be  complete,  conditional  or  tentative  -  (category 
must  be  specified  to  proposer. 

a.  Complete  means  all  elements  are  acceptable  as  presented  and 
no  additional  information  is  needed. 

b.  Conditional  means  that  designated  elements  are  subject  to 
reversal  of  the  approval  unless  stated  requirements  for 
action  are  met. 

c.  Tentative  means  that  elements  are  approved  now,  but  may  be 
disapproved  if  additional  requested  information  warrants. 

4.  An  approved  proposal  constitutes  an  agreement  between  the  proposing 
agency  and  the  Executive  that  the  program  is  1)  necessary,  2) 
adequately  planned,  3)  reasonably  budgeted  and  4)  likely  to  be 
productive. 

5.  Approval  constitutes  authorization  to  the  proposing  agency  to 
do  only  the  following: 

1  -  Incorporate  the  program  in  the  Agency's  Operational  Plan. 

2  -  Request  budget  for  the  program's  first  FY  as  part  of  the 

Agency's  appropriation. 

3  -  Prepare  and  submit  necessary  legislative  proposals  to  the 

Executive. 

6.  A  recommendation  of  approval  obligates  the  reviewing  agency  to; 

a.  Assure  that  the  proposing  agency  understands  the  conditions 
or  tentative  status  of  the  recommendation. 

b.  Incorporate  the  proposal  as  finally  approved  into  the  limit- 
ations of  budget  and  positions  which  are  imposed  and  into 
the  comprehensive  plans  for  the  State. 

it.   Support,  unless  external  constraints  or  program  evaluations 

dictate  otherwise,  budget  requests  for  the  program  in  each  FY. 
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Budget  Resource  Limitations  Guidance  : 
by  H.  L.  Stettler  III 

The  plans  submitted  in  November  were  subject  to  a  limitation  of  10 
percent  in  the  rate  of  growth  of  General  Funds.  The  limitation  which 
is  consistent  with  overall  revenue  growth  was  imposed  in  order 
that  the  plans,  when  aggregated  for  the  whole  State,  would  be  fiscally 
feasible.   Clearly,  this  limit  or  any  limit  which  does  not  discrimi- 
nate among  the  varying  program  needs  is  at  best  a  crude  means  to  a 
achieve  the  desirable  fiscal  balance.   This  is  true  even  though  the 
planning  guidelines  emphasized  the  need  to  indicate  what  desirable 
program  activities  are  not  included  in  order  to  comply  with  the  limit. 

Although  the  across-the-board  limit  is  to  be  continued  through  the 
May  plan,  th:>  system  will  change  for  subsequent  plans.   In  Jane, 
Departments  and  Agencies  may  expect  not  only  allocations  for  1977  but 
also  planning  targets  for  1978-81.   These  will  be  tentatively  developed 
in  the  period  January  thru  June  with  final  decisions  based  on  the 
plans  submitted  in  May, 

As  shown  in  Attachment  A,  the  planning  targets  will  be  developed  from 
the  expected  costs  of  "current  programs"  plus  approved  program  aug- 
mentations less  approved  program  curtailments,  and  decisions  on 
program  priorities  by  the  Governor. 

The  current  programs  or  services  budget  is  a  key  concept.   Each  agency 
will  be  asked  to  review  and  project  what  the  expected  future  costs 
of  existing  operating  and  approved  programs  v/ill  be  --  their  current 
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cost  plus  expected  increases  resulting  from  workload  increases, 
price  increases  and  mandated  service  changes  less  expected  decreases 
from  declines  in  workload,  price  decreases  (if  any),  improvements  in 
productivity  and  mandated  service  changes. 

Funds  for  approved  or  new  expanded  programs  and  funds  freed  by  approved 
program  curtailments  will  be  considered  as  separate  elements  in  each 
department's  plan. 

The  separation  of  current  programs  and  program  proposals  (including 
the  reduction  proposals)  will,  we  hope,  permit  more  careful  analysis 
of  the  changing  items. 

This  does  not  mean  that  the  current  services  or  programs  will  not  be 
reviewed.   Clearly  the  sources  of  change  will  be  reviewed;  it  is 
anticipated  that  the  agency  efforts  to  "finance"  new  programs  under 
a  tight  fiscal  requirement  will  encourage  such  a  review;  and  there 
will  be  an  annual  list  of  programs  "at  risk"  for  review. 
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Attachment  A 
Executive  Pl?n  Budget  Resource  Limitation 


Budget  =  Current  Workload  *  Worklo.id  Chon-.f;  ♦  Inflation  +  Program  scope 
Increas'^s  -  Program  Reductions  and  Terminations 

Step  1  -  January  75  -  'Agency  identifies  candidates  for  program  reduction 


Current  v;ork1or-«i 
±.  V/orkload  Change 
■*•  Inflationary  Increase 

Budget  Need  (first  cut  for  planning) 
-  Budq*;t  Limitation  (prr I ininary-for  planning  purpose?) 


Program  Reductions  needed 


Agency 
Agency 
DBFP 


Gov, 


Step  ?  -  February  -  Identification  of  programs  "At  Risk" 

Based  upon  current  plan  review  and  knowledge  of 
Agency,  programs  are  designated  for  reduction  or 
termination  pending  evaluation  and  justification  for 
continuance. 


/Uov. 

I  Legis, 
-<  OBFP 
I  DSP 
/Coord,  Agen. 


Step  3  -  February  through  May  -  Identification  of  Proposals  needed 

List  major  program  change?  or  new  programs  to  be 
considered  for  inclusion  in  Agency.' s_.FY.. 77-81  Budget 
Resource  Limitation  to  be  issued  in  June  75,   Proposal 
must  be  submitted  prior  to  or  with  May  plan  submittal. 


Step  k   -  May  -  Plan  and  Proposal  submittal 

Jm£lement_aJt_ion_PJ_a£  2P£.^}iP^^l.  _Prop£S3_1_IncJ_ude_s: 


Current  Workload 
±  V/orkload  Chang'^ 
+  Inflationary  Increase 
+  Proposals  approved  to  date 
-  Program  Reductions 


Agency/ 
OBFP 


Agency 


Goals  and  Objectives 
Analysis  of  approach 
Resources  required  FY  77-81 
Legislative  Recofmiendations 
Funds  available  from  reduction 
of  other  programs 


Plan  Resource  Total 

(must  not  exceed  preliminary  (Jan)  Budget  Resource  Limitation 
adjusted  to  include  approved  proposals) 


-Step  5  -  June  -  Issuance  of  Agency's  Budget  Resource  Limitation 


Current  Workload 
•±  Workload  Change 
■••  Inflationary  Increase 
+  Approved  Prograrr  Proposals 
-  Program  Terminations 
i   Governor's  Decisions 

Firm  Budget  Resource  Limitation  for  FY  77  and 
Tentative  Budget  Resource  Limitation  for  FY  78-81, 


Agency 
Agency/OBF'p/OSP 

OBFP 
Gov/Agency/ODFP 
Gov/Agcncy/OBFP 

Gov 
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Evaluation  Guidance 
Agency  or  Program: 

Description  of  Project 

a.  Project  Title:   (Specifies  a  brief  title  of  the  proposed  project). 

b.  Project  Source:   (Unit,  Office  of  the  Secretary,  Department  of 
Budget  and  Fiscal  Planning,  Department  of  State  Planning,  Legis- 
lature, Governor,  Coordinating  Agency), 

c.  To  Whom  Are  Results  Directed: 

d.  Evaluation  Objective:   (Describes  the  specific  questions  the  eval- 
uation is  intended  to  answer  or  products  it  will  yield). 

e.  Duration:   (Indicates  the  month  and  year  the  project  is  expected 
to  begin  and  end). 

f.  Project  Management  Responsibility:   (Identifies  the  individual 

and  organization  which  will  be  responsible  for  monitoring  as  opposed 
to  conducting  the  project. 

g.  Performer :   (Indicates  whether  the  project  will  be  performed  by 
contract,  consultant,  or  in-house  staff). 

h.   Methodology:   (Briefly  highlights  key  elements  of  the  design,  data 
collection  and  strategy,  measurement  instruments,  data  analysis 
plan,  etc.,  sufficient  to  give  some  sense  of  the  overall  approach 
and  its  feasibility,  and  indicates  anticipated  data  sources). 

i.   Budget:   (Present  the  proposed  project  budget,  and  expected  source 
of  funds  (i.e.  Federal,  State  General  Funds  or  other).   In   the 
case  of  projects  funded  by  more  than  one  source,  clearly  identify 
all  sources  and  the  portion  of  the  project  which  they  will  fund). 

Reasons  for  Funding 

a.   Importance:   (Includes  discussion  of): 

-  what  findings  the  evaluation  might  yield  which  v;ould  suggest 
changes  from  Vhat  program  or  policy  would  be  in  the  absence 
of  evaluation; 

-  the  likelihood  that  these  findings  will  occur  and  what  the 
reasons  are  for  thinking  they  might  occur  (for  instance, 
findings  in  past  studies  pointing  in  this  direction); 
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-  what  decision-makers  are  responsible  for  these  changes  and 
how  likely  it  is  that  these  policy  or  program  changes  will 
occur  (for  instance,  whether  there  is  legislation  up  for 
renewal);  and 

-  how  important  these  policy  or  program  changes  are  (for  instance, 
how  many  clients  will  be  strongly  affected,  how  many  program 
operations  will  be  changed,  how  substantial  will  the  effects 

on  program  costs  be). 

b.   Previous  Work:   (Describes  any  studies  not  mentioned  above  which 
indicate  the  need  for  this  study  or  v/ill  need  to  be  considered 
with  this  study  to  support  future  program  decisions). 
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Conditions,  Trends,  and  Projections  Guidance 

This  section  is  presented  as  additional  guidance.   It  is  an  example 
of  the  kind  of  detailed  assistance  that  will  be  included  in  future 
versions  of  the  manual.   Consequently,  feedback  that  can  be  offered 
regarding  the  value  of  this  material  is  requested. 

The  following  hypothetical  example  has  been  developed  to  demonstrate 
the  preparation  of  condition,  trend  and  projection  statements.   It 
defines  the  terminology,  indicates  its  applications  and  specifies 
the  tasks  involved.   The  illustration  provides  one  method  for  pro- 
jecting trends;  adherence  to  this  approach  is  optional. 
Definitions: 

A  condition  refers  to  a  general  circumstance  affecting  an  organi- 
zation in  conducting  its  normal  responsibilities.   The  condition 
may  make  its  impact  upon  the  organization  in  two  ways: 

(1)  Internal:   affecting  the  organization  in  carrying  out  its 
daily  operations  (.ex.  through  turnover  of  skilled  personnel) 

Cz)   External:   affecting  the  public  the  organization  is  intended 
to  serve  (ex.  through  unemployment) 

A  trend  indicates  the  historical  impact  of  a  condition.   While 
a  trend  cannot  indicate  the  reason  for  the  condition,  it  does 
identify: 

(a)  the  time  at  which  the  condition  developed 

(b)  the  impact  over  time 

To  demonstrate  the  likely  impact  of  a  trend,  a  projection  should 
be  made.   A  projection  is  an  intelligent  assumption  of  the  possible 
future  status  of  a  current  condition. 

The  Departmental  Plan  should  include  in  the  conditions  and  trends 
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section,  an  analysis  of  the  major  forces  affecting  the  environment  in 
which  the  organization  operates.   This  section  should  include  a  dis- 
cussion of  conditions  and  their  affect  on  the  present  as  well  as  a 
projection  of  the  impact  of  existing  conditions  on  the  future. 


An  organization  is  responsible  for  conducting  health  screening 
as  a  part  of  a  disease  prevention  program.   Each  year,  tests 
are  conducted  to  identify  new  cases  of  tuberculosis.   In  1973, 
45  new  cases  of  tuberculosis  were  detected  per  1000*  patients 
screened.   In  1974,  57  new  cases  were  identified  for  every  1000 
screenings.   These  figures  can  be  translated  into  4.57.  detection 
for  1973  and  5.77,  detection  for  1974.   Thus,  there  was  a  1.27. 
increase  over  the  one  year  period.   Considered  by  itself  the 
increase  may  not  seem  sufficient  to  be  worrisome. 


It  is  important  however,  to  take  a  longer  view  of  the  condition  in  order 
to  determine  its  true  significance.   The  chart  below  provides  inform- 
ation on  the  results  of  the  screening  program  for  the  years  1969  to  1974, 
It  is  important  also  to  note  that  in  considering  the  use  of  data,  care 
should  be  taken  to  determine  its  reliablity.   Furthermore  to  assure  that 
trends  projected  are  based  on  reliable  data  sources,  the  projections 
should  be  checked  where  feasible  against  other  quantifiable  techniques 

and  the  impact  of  long  range  trends. 

'    ''  ■  '  '-'■''  .  • . 

Sources  of  all  data  should  be  documented. 


*  To  make  data  comparable  over  a  period  of  years  it  should  be  expressed 
using  a  constant  base.   Thus,  the  results  of  tuberculosis  screening  tests 
can  be  described  as  the  number  of  cases  detected  per  1000  screenings. 
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7:    CHART -TREND  IIMFORiVIATaaiSl 


T 


T 


B 


Year 


1969 


1970 


if'   of  cases/ 

1000 
screenings 


%  of 
total 
(1000) 


increase 
since  pre- 
vious year 


Annual 
rate  of 
change  % 


15 


1.57. 


19 


1.9 


^2 


1971 


26 


2.6 


1972 


35 


3.5 


1973 


45 


4.5 


10 


1974 


57 


5,7 


12 


Specifications : 

Column  A  -  lists  the  number  of  years  for  which  information  has  been 
arranged  (usually  5-3  years  is  adequate  for  short  range 
trend  purposes) 

Column  B  -  indicates  the  size  of  the  condition  for  the  respective 
year  (i.e.  in  1972,  35  new  cases  of  tuberculosis  were 
detected) 

Column  C  -  provides  the  condition's  percentage  increase  or  decrease 
based  on  the  total  number  (tests  conducted^   ^ 

Column  D  -  indicates  the  numerical  increase  or  decrease  in  the  condition 
from  the  previous  year 

Column  E  -  presents  the  annual  rate  of  change  of  the  condition.   It  is 
determined  by  dividing  the  size  of  the  condition  in  Column 
B  by  the  numerical  increase  of  the  condition  since  the  previous 
year  in  Column  C  (i.e.  for  1970  the  annual  rate  of  change 
is  found  by  dividing  4  by  13  or  277.) 
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This  effort  supplies  historical  data  which  (from  our  example)  shows 
a  continual  increase  in  the  number  of  cases  detected.   It  may  be  import- 
ant to  be  able  to  project,  given  the  current  trend,  how  many  cases  the 
test  is  likely  to  identify  in  the  next  few  years.   To  conduct  a  projection 
of  a  trend  over  time  we  should  calculate  a  weighted  average  annual  rate 
of  change  of  the  condition. 

For  five  years  of  data  we  can  use  a  formula  which  orders  the  information 
by  adding  weights  to  the  most  recent  years  where: 

RC  =  the  average  annual  rate  of  change 
N  =  the  number  of  years  for  which  information  is  presented 

Y,  =  the  most  distant  annual  rate  of  change 

Y-  =  the  most  recent  annual  rate  of  change 

or 

RC  =  Y^  +  Y^  +  2(Y^)  +  3(Y^)  +  4(Y^ 

N  +  6 

As  applied  to  the  example,  inserting  the  annual  rates  of  change  cal- 
culated in  Column  E,  the  results  are: 

RC  =  (.27)  +  (.37)  +  2(.35)  +  3(.29)  +  4(.27) 

5  +  6 

RC  =  3.29/11  :  . 

RC  =  30% 

Employing  RC,  the  number  of  future  cases  detected  per  1000  screenings 

can  be  estimated.   The  information  can  be  arranged  as  follows.   (Data 

from  the  trend  information  chart  has  been  included  for  1974  for 

clarification.) 
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S :    CHART  -  TREI\ID 

PROJECT!  OiSI 

A 

B 

c 

D 

E 

#  of 

Year                cases/lOOO 
screenings 

%  of 
total 
(1000) 

Increase 
since  pre- 
vious year 

Average 

Annual  Rate 

of  change 

1974                            57 

5.7% 

12 

271 

1975                           74            1           7.4 

17 

30 

1976 

96             1           9.4 

22 

30 

1         1977 

125 

12.5 

29 

30 

1         1978 

163 

16.3 

38 

30 

1979     1                  212 

21.2 

49             1 

30                  j 

For  1975  the  organization  can  expect  the  condition  (detection  of  tuberculosis) 
to  occur  307.  (57)  +  57,  or  17  +  57,  or  74  times  in  every  1000  cases 
tested.   Seventeen  represents  the  increase  since  the  previous  year.   To 
determine  the  increase  and  the  general  incidence  for  1976,  etc.,  the 
process  is  repeated. 
Graphing  the  Projection 

For  the  decision  maker  to  more  clearly  visualize  the  anticipated  extent 
of  the  condition,  the  projection  should  also  be  graphed.   Given  the  inform- 
ation from  our  example,  the  following  graph  has  been  developed.   A 
decision  was  made  to  graph  the  information  in  Column  C  of  both  charts 
(percentage  of  cases  detected  per  one  thousand  screenings). 
The  information  in  Column  B  could  have  been  graphed  instead.   The 
decision  on  which  information  to  present  visually  should  be  based  on 
the  projection  that  best  displays  the  extent  of  the  seriousness  of 
the  situation. 
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The  complete  depiction  of  this  trend  indicates  that  the  condition  may 
be  one  that  should  cause  concern.   The  average  annual  rate  of  change, 
calculated  to  be  30%,  has  been  used  to  present  a  projection  for  five 
years.   If  this  rate  continues,  the  number  of  cases  depicted  will 
double  every  2%  years,  reaching  an  incidence  level  of  212  screenings 
by  1979.   Clearly,  it  is  desirable  to  take  immediate  action  to  avoid 
such  a  high  incidence  of  tuberculosis  in  the  future.   Serious  effort 
must  be  devoted  to  identifying  the  cause  of  the  increase  so  remedial 
efforts  can  begin. 

Note:   For  a  5-year  trend  that  includes  a  year  of  irregularity  (i.e. 
4  years  of  increase  in  the  condition  and  one  year  in  which  a 
decrease  occurred),  the  formula  is  still  applicable.  The  year 
of  decrease  would  be  expressed  as  a  minus  value,  i.e. 
RC  -  Y^  +  Y^  -  2(Y2)  +  3(Y^)  +  ACY^) 


N  +  6 
If  there  is  considerable  irregularity,  there  may  be  no  indent- 
ifiable  trend  and  the  formula  cannot  be  applied. 
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Supplemental  Notes 

1.  Rules  of  Thumb 

a,  A  71  RC  indicates  that  a  condition  will  double  in  size  approx- 
imately every  ten  years. 

b,  A  157.  RC  indicated  that  a  condition  will  double  in  size  approx- 
imately every  five  years. 

c,  A  30%  RC  indicates  that  a  condition  will  double  in  size  approx- 
imately every  2%  years. 

2.  Basing  a  trend  on  three  years  of  data  RC  is  determined  by  the 
following  formula: 

RC  =  Y^  +  Y^  +  2(Y^) 
N  +  1      . 

Basing  a  trend  on  four  years  of  data  RC  is  determined  by  the 
following  formula: 

RC  =  Y^  +  Y^  +  2(Y2)  +  3(Y^) 

N  +  3 

3.  Where  feasible  short  term  trends  (3-5  years)  should  be  compared 
with  long  term  trends  to  determine  if  patterns  of  irregularity 
exist. 
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Plan  Update  Procedure  Requirements 

Executive  Planning  is  a  continuous  process  which  includes  proposed 

courses  of  action  over  long  and  short  range  time  horizons.   The  Plan 

is  revised  annually  as  predictions,  projections,  and  expectations  are 

revised. 

It  is  intended  that  the  plans  submitted  each  May  will  be  updated  with  a 
minimal  requirement  for  reworking  or  reproducing  pages  on  which  the 
information  has  not  changed.   However,  until  the  guidance  manual  and 
the  plan  content  stabilize  sufficiently,  it  is  requested  that  the 
Organization  revise  the  plan  and  submit  a  reorganized  copy. 

It  is  our  hope  that  a  system  of  change  pages,  substituting  a  page  with 
revised,  updated  information  for  the  current  page  in  the  plan,  can  be 
adopted  for  the  May  1976  (FY  78-82)  submittal. 
Format 

The  Hay  75  (.FY  7  7-81)  plan  format  will  conform  to  the  Plan  Element 
Outline  for  the  Department  level  plan.   If  unit  level  plans  are  pre- 
pared, it  is  suggested  that  they  conform  to  the  Plan  Element  Outline. 
Unit  plans  may  be  submitted  as  an  appendix  to  the  Department  Plan. 

Each  plan  should  contain  a  title  page  and  table  of  contents  which 
indicates  the  number  of  pages  in  each  section  of  the  Plan.   A  list 
of  tables  and  figures  is  recommended. 
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In  each  section  of  the  plan  number  the  pages  sequentially  with  Roman 
numerals  to  identify  the  section  and  Arabic  numerals  for  the  page  (for 
example;  IV  -  12).   Place  numbers  in  the  upper  right  hand  corner  of 
the  page.   In  the  upper  left  hand  corner  of  each  page  indicate  the 
Department  initials  and  the  effective  date  of  issue  for  that  page. 
(For  example;  DHMII  5/75).   The  top  of  the  page  would  appear  as  follows: 
DHMH  5/75  IV  -  12 

This  method  enables  the  recipient  of  the  revised  plan  to  quickly 
identify  what  parts  have  been  replaced  since  the  last  submittal. 

It  should  be  noted  that  the  Plan  Element  Outline  (as  provided  in  Section 
II :B)  combines  the  long  and  short  range  considerations  into  one  Executive 
Plan.   Material  which  the  organization  feels  is  relevant  but  which  is 
not  specifically  requested  in  the  Plan  Element  Outline  may  be  included 
in  the  appropriate  section.   The  format  of  material  within  each 
section,  unless  specifically  described,  is  at  the  discretion  of  the 
organization. 
Binding 

It  is  requested  that  the  new  copies  of  plans  submitted  in  May  1975  be 
bound  in  a  way  that  facilitates  future  page  substitutions.  Permanent 
binding  or  the  plastic  "lie-flat"  bindings  should  be  used  only  if  the 
submittor  intends  to  issue  a  totally  new  copy  each  year. 
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IV:       RESOURCES 


A.   Submittal  &  Review  Procedures 

The  Departments  o£  State  Planning,  Budget  and  Fiscal  Planning,  and 
Fiscal  Services  are  responsibile  to  review  and  comment  on  all  plans, 
for  the  Executive  and  the  Legislative  Committees.   The  number  of 
plan  copies  required  and  their  distribution  is  as  follows: 

Department  of  State  Planning  5  copies 

Department  of  Budget  and  Fiscal  Planning         3  copies 
Department  of  Fiscal  Services  1  copy 

Chairman,  Senate  Finance  Committee  1  copy 

Chairman,  House  Appropriations  Committee         1  copy 
Chairman,  Joint  Committee  on  the  Capital  Budget   1  copy 

TOTAL  12  copies 

Additionally,  60  copies  of  the  Executive  Stamnary  should  be  sent  by 
the  submitting  organization  to  the  Department  of  Fiscal  Services 
distribution  to  the  members  of  the  above  three  budgetary  committees. 

Plan  review  by  the  Department  of  State  Planning  and  Budget  and  Fiscal 
Planning  will  extend  over  a  two  month  period  from  May  1  -  June  30  of 
each  year.   Planning  &  budgetary  staffs  will  prepare  review  comments 
to  assist  the  executive  Oganlzations  in  plan  improvement,  and  update 

The  following  statements  detail  the  objectives  and  procedures  to  be 
followed  by  State  Planning  and  Budget  and  Fiscal  Planning  in  conducting 
reviews.   This  material  is  being  Included  for  the  benefit  of  the 
agencies  preparing  plans.   It  provides  Information  on  the  concerns  of 
the  reviewing  agencies  and  the  manner  in  which  they  will  be  reviewing 
the  Departmental  Plans. 
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Department  of  State  Planning  Plan  Review  Statement 
Objectives; 

1.  Analyze  and  provide  comment  to  the  Governor,  the  General  Assembly 
and  the  submitting  organization  relative  to: 

—  The  reasonable  nature  of  basic  assumptions  used  in  preparing  the 
plan 

—  The  degree  to  which  needs  are  identified  and  resources  are 
mobilized  to  meet  those  needs 

—  The  consistency  of  plan  objectives  and  goals  with  proposed 
strategies  and  programs 

—  Implications  of  plan  on  State  policies  -  fiscal,  regulatory 
and  managerial 

2.  To  compare  plans  prepared  on  an  organizational  or  functional  basis 
for  consistency  with  overall,  multifunctional  or  comprehensive 
plans  and  to  assess  the  cumulative  impact  of  such  plans. 

3.  To  explore  and  test  plans  for  overlaps,  duplications,  and  gaps  of 
effort  aciwss  agency  lines. 

U'     To  determine  the  reasonable  nature  of  Capital  resovirce  requirements 
as  related  to  the  long  term  achievement  of  program  objectives. 

5.  To  identify  possible  areas  of  mutual  cooperation  among  programs 
serving  a  given  population  or  area  where  the  Multi-Service 
Center  (MSC)  concept  could  be  applied. 

6.  To  ascertain  the  adequacy  of  plan  evaluation  measures  in  delimiting 
the  scope,  magnitude,  and  impact  of  plan  proposals. 

7.  To  increase  familiarity  with  functional  plans  so  that  results  can 
be  employed  in  overall  State  planning  efforts. 

8.  To  determine  methods  and  procediires  for  the  improvement  of  the 
plan  preparation  process. 
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Review  Principles; 

1.   The  Department  of  State  Planning  does  not  approve/disapprove 
plans,  i.e.,  there  will  be  no  formal  adoption  of  a  review 
position  by  the  Department;  all  comment  is  advisory.   This 
policy  does  not  impair  the  Department's  ability  to  request 
change  in  format,  content,  analysis,  or  information, 
however. 

?.      Plans  will  be  reviewed  in  their  entirety  by  each  reviewer. 
Comments  will  be  prepared  on  each  element  of  the  plan  as 
appropriate  to  each  reviewer's  focus. 

3.  Comment  will  be  prepared  with  not  only  the  Department's 
advisory  role  objectives  in  mind  but  also  oriented  towards 
strengthening  the  organization's  ability  to  plan.   Where 
appropriate,  reviewers  should  comment  on  strengths  as  well 
as  weaknesses  found  in  a  plan.   Reviewers  may  suggest 
alternative  plan  proposals  or  strategies  for  consideration 
by  submitting  agency. 

4.  Department's  advisory  concerns  include: 

—  Reasonable  nature  of  plan  assumptions 

—  Adequate  identification  of  needs  and  resources 

—  Internal  consistency  of  plan  objectives  and  programs 
--  Short  and  long  term  policy  implications  of  plan 

—  Consistency  with  multi-functional  or  comprehensive  plans 
--  Interagency  gaps  or  overlaps 

--  Reasonable  assessment  of  capital  requirements 

--  Adequacy  of  plan  evaluation  measures 

--  Possible  areas  for  application  of  the  Multi-Service 
Center  concept 

5.  Quantity  and  quality  of  information  submitted  in  support  of 
capital  requirements  section  of  plan  should  be  compatible 

with  previously  distributed  guidelines  #6  and  #7  in  Instructions 
For  The  Preparation  and  Submission  of  Capital  Project  Requests. 
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Department  of  Budget  and  Fiscal  Planning  Plstn  Review  Statement 

Ob.iectivef 

Analyze  and  advise  the  agency,  the  Governor,  and  the  General 
Assembly  as  to: 

—  Consequences  of  plan  execution. 

—  Policy  issues,  i.e.,  management,  organizational  and  fiscal. 

Emphasis : 

1.  Review  of  plans  across  agencies  for  gaps  and  overlaps. 

2.  Evaluation  of  fiscal  feasibility: 

—  Internal  within  each  plan,  i.e.,  agency  allocation. 

—  Aggregate  plans,  i.e..  State  revenue  and  expenditiire  policy. 
3-  Adequacy  of  monitoring  and  evaluation  plan  elements: 

—  Will  the  plan  for  monitoring  and  evaluation  provide  decision 
data  for  new  and  existing  programs? 

pLeview  Principles; 

1.  Department  of  Budget  and  Fiscal  Planning  will  not  approve/dis- 
approve plans. 

2.  Department  of  Budget  and  Fiscal  Planning  will  analyze  all 
plans. 

3.  Department  of  Budget  and  Fiscal  Planning  will  render  comment 
and  recommendations  on  an  exception  basis  (i.e.,  management  by 
exception  basis,  good  and  bad). 

U.  Review  must  be  in  writing. 
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5.  For  Department  piirposes,  the  output  of  the  review  will  include 
an  internal  worksheet,  notes  from  minutes  of  meetings,  and 
drafts  of  correspondence  filed  in  central  file  by  agency. 

6.  The  review  must  focus  on  the  following  four  areas: 

—  Plan  consequences  and  policy  implications. 
--  Interagency  gaps  and  overlaps. 

—  Fiscal  feasibility. 

—  Monitoring  and  evaluation  adequacy. 

7.  The  review  procedure  for  the  analyst  is  discretionary.  Each 
analyst  must  determine  the  exact  format  and  review  procedure 
most  appropriate  to  his  analysis  and  to  eliciting  positive 
agency  response. 

8.  While  the  review  procedure  is  discretionary,  it  should  focus 
on  direct  interaction  between  the  reviewers  and  each  agency 
oriented  toward  resolving  all  issues  which,  realistically,  cannot 
be  translated  into  budgets,  legislative  programs,  and  evaluation 
projects. 

Time  Phasing 

1.  Review  comments  must  be  available  in  time  to  influence  decisions 
on  allocations. 

2.  A  deadline  must  be  established  for  review  comments  so  that  each 
agency  can  incorporate  these  comments  in: 

—  The  first  step  of  the  next  plan  update-review  of  goals  and 
objectives. 

—  Operating  and  capital  budget  formulation. 

Internal  Organization  for  Plan  Review 

1.   The  Divisions  of  Budget  Analysis,  Fiscal  Planning,  and 
Management  Information  Systems  will  review  each  plan  in 
keeping  with  their  organizational  chaxter. 
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2.  All  Divisions  shall  assign  the  review  responsibility  for  each 
Agency's  plan  to  a  specific  individual. 

3.  Each  reviewer  shall  coordinate  the  substance  and  timing  of  his 
analysis  with  the  other  reviewers.  The  purpose  of  such  coor- 
dination is  to  promote  Internal  agency  response  to  Department 
of  Budget  and  Fiscal  Planning  review  which  will  effectively 
link  planning,  budgeting,  and  evaluation  activities  within 
the  agency. 
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Information  Resources 

The  following  list  indicates  current  data  and  related  publications 
which  may  be  of  assistance  in  preparing  the  plan. 

1.  Department  of  State  Planning.  Publications. 

A.  Maryland  Population  1930-1970.  August  1971. 

B.  Maryland  Population  and  Housing  Statistics:   1970  Census. 
August  1971. 

C.  Maryland  Family  Income  Characteristics:   1970  Census. 
April  1972. 

D.  Maryland  Housing  Element  Volumes  I  and  II.   1970 

E .  Selected  Physical,  Financial  and  Occupancy  Characteristics 
of  Housing  and  Households  1960  and  1970  (seven  volumes). 
October  1972. 

F.  Public  School  Enrollment  Projections  1972-1983  (Currently 
being  updated  to  1985).   May  1974. 

G.  Maryland  Automated  Geographic  Information  System  (MAGI). 
Describes  the  currently  operational  system  designed  to 
produce  computer  maps  displaying  physical  capability  and 
suitability  of  land  for  various  uses  by  geographic  area. 
March  1974. 

'    H.   The  Regional  and  Local  Planning  Division  maintains  a  library 
of  local  plans  and  reports. 

I.  Maryland  Outdoor  Recreation  and  Open  Space  Plan.   November  1972. 

J.  Multi-Service  Center  Study:   assembled  Data  and  Progress 
reports.  1973  -  75. 

K.   Maryland  Housing  Element,  Volume  I  thru  VII,  October  1972. 

2.  Department  of  State  Planning.   Projects  underway. 

A.  Population  projections  to  the  year  1990.   They  will  be 
disaggregated  by  age,  sex  and  race  and  by  county.   Project- 
ions will  be  presented  by  Five-year  interval. 

B.  Employment  projections  by  county  to  1990  by  five  year  inter- 
vals will  be  released  at  the  same  time  as  the  population 
projections.  These  will  cover  29  occupational  categories. 
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C.   As  part  of  the  Human  Se-rvices  Planning  and  Coordination  Project 
a  report  describing  key  social  indicators  will  be  complete  in 
July  1975.   The  indicators  will  cover  the  areas  of  Health,  Public 
Safety, Housing,  Education,  Economic  Well  Being,  Social  Potential, 
Recreation,  Transportation,  and  Human  Environmental  Interaction. 

Other  Maryland  Statistical  Sources.   (This  is  not  intt^nded  to  be 
exhaustive) . 

A.  Department  of  Health  and  Mental  Hygiene: 

1.  Current  population  estimates  and  five-year  projections. 

2.  Annual  Vital  Statistics  Report 

3.  Hedicnl  Assistance  Program  Statistics 

4.  Comprehensive  Health  Plan  for  the  State  of  Maryland.   July  1973 

5.  Medical  Facilities  Survey  and  Plan.   1972 

6.  Juvenile  Services  Administration. 

a.  Monthly  Report 

b.  Annual  Report 

c.  Cumulative  Statistical  Summary  1967-1971 

d.  Juvenile  Cases  by  Zip  Code  1968-1971 

7.  Bureau  of  Air  Quality  Control  Qmarterly  Report 

B.  Department  of  Employment  and  Social  Services: 

1.   Social  Services  Administration:   Monthly  Statistical  Report. 
?..   Department  of  Employment  and  Social  Services  Annual  Report. 

3.  Monthly  Work  Force  Estimates. 

4.  Maryland  Manpower  Trends  (Monthly). 

5.  Labor  Force,  Employment,  and  Unemployment.   (Annual) 

C.  Department  of  Economic  and  Community  Development 

1.  Community  Economic  Inventory  Series  (by  County). 

2.  An  Economic  and  Social  Atlas  of  Maryland   (contains  an 
excellent  bibliography  of  sources).   February  1974. 

3.  Maryland  Economic  Indicators   (Monthly) 
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4.  Statistical  Abstract  of  Maryland  (biennial) 

5.  Directory  of  Science  Resources  for  Maryland  1972-1973 

D.  State  Department  of  Education 

1.   Annual  Report  (statistical  Review) 

'2..      Facts  about  Maryland  Public  Education   (Annual), 

3.  Education  Systems  Resources,  prepared  for  the  Maryland  State 
Advisory  Council  on  Vocational  Education.   An  Assessment  of 
Vocational  Education  Progress  in  Maryland. 

4.  Division  of  Vocational-Technical  Education,  Management 
Information  for  the  Development  of  the  1974  State  Plan  for 
Vocational-Technical  Education. 

5.  Maryland  State  Plan  for  the  Administration  of  the  Vocational- 
Technical  Education. 

6.  Division  of  Research,  Evaluation  and  Information  Systems, 
The  Maryland  High  School  Fol low-Up  Study. 

E.  Commission  on  Aging 

1.   Maryland's  Older  Population:   An  Assessment  of  Needs  and 
Services  (4  volumes).   November  1971. 

F.  Maryland  4-Community  Coordinated  Child  Care  (4-C)  Committee 

1.   Statistics  on  Maryland's  Children  and  Their  Families.   1973. 

G.  Maryland  Council  on  Higher  Education 

1.  Higher  Education  Data  Book.  1973-74. 

2.  Enrollment  projections. 

3.  Admissions  and  Financial  Aid  1974 

H.   Maryland  State  Board  of  Community  Colleges 

1.  Selected  Statistical  Data.   (Annual) 

2.  Maryland  State  Board  for  Community  Colleges,  and  the 
Division  of  Vocational-Technical  Education  of  the  Maryland 
State  Department  of  Education,  A  System  for  The  Evaluation 

of  Career  Programs  in  the  Community  Colleges  of  Maryland.  (1974) 
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3.   Student  Follow-Up  Study:   First-Time  Students,  Fall  1970. 
I.   Department  of  Public  Safety  and  Correctional  Services 

1.  State  Uniform  Crime  Reports.   (Semi-Annual). 

2.  Division  of  Correction.   Annual  Report. 

3.  Report  on  the  Activities  of  the  Division  of  Parole  and 
Probation  for  the  Fiscal  Years  1970-73. 

4.  State  i'olice.   Review  of  Maryland  Highway  Fatalities.   (weekly), 
J.   Administrative  Office  of  the  Courts. 

1.   Statistical  Compilation.   (Monthly) 

K.   Public  Defender 

1.   Report  of  the  Office  of  the  Public  Defender.  (Annual) 

L.   Maryland  Governor's  Commission  on  Law  Enforcement  and  the  Ad- 
ministration of  Justice. 

1.   Comprehensive  Plan.   (Annual) 

M.   State  Law  Department 

1.   Report  of  the  State  Law  Department  (Annual) 
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MASTER  DIRECTORY  FOR  PLANNING  AND  EVALUATION 

The  following  list  contains  the  key  planning 
and  evaluation  representatives  for  the  re- 
spective executive  organizations. 


Blind  Industries  and  Services  of  Maryland 


Mr.  W.V.  Crider,  Jr.  -  Comptroller 
Mr.  William  0.  McGill  -  Director 
233-4567 


2901  Strickland  Street 
Baltimore,  Maryland  21223 


Board  of  Trustees  of  the  State  Colleges 

Mr.  Edwin  L.  Powell  -  Staff  Specialist 
224-5973-4-5-6 


Jeffrey  Building 
16  Francis  Street 
Annapolis,  Maryland  2401 


Commission  On  Human  Relations 


Mr.  Vernon  C.  Wingenroth  -  Assistant 
Director 
383-3682 


Mt.  Vernon  Building 
701  St.  Paul  Street 
Baltimore,  Maryland  21202 


Comptroller  of  the  Treasury 

Mr.  Robert  D.  Rader-  Chief,  Bureau 
of  Revenue  Estimates 
244-5883 


State  Office  Building 
Annapolis,  Maryland  21401 


Department  of  Agriculture 


Mr.  John  T.  Cecil  -  Deputy  Secretary 
224-1161 


Parole  Plaza  Office  Building 
Annapolis,  Maryland  21401 


State  Department  of  Assessments  and  Taxation 


Mr.  Kevin  Mueller 
of  Assessments 

Mr.  Edward  Kovacs 
222-2527 


Chief  Supervisor 


JOl  W.  Preston  Street 
Baltimore,  Maryland  21201 
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Department  of  Budget  and  Fiscal  Planning 

Mr.  Allen  Holmes  -  Supervisor  for 
Planning  &  Evaluation 
224-1174 


State  Office  Building 
Annapolis,  Maryland  21401 


Department  of  Economic  and  Community  Development 

Mr.  Robert  Sparks  -  Director,  Office  of   2525  Riva  Road 

Program  Analysis  Annapolis,  Maryland  21401 

224-5101 

Department  of  Employment  and  Social  Services 

Ms.  Geraldine  Aronin  -  Assistant         1100  N.  Eutaw  Street 

Director  For  Planning  &.   Evaluation    Baltimore,  Maryland  21^01 
222-3708 


Department  of  General  Services 

Mr.  Max  Millstone  -  Director  of 

Administration 

222-3956 
Mr.  Dennis  Leikus  -  Administrative 

Officer 

222-6041 


301  U.  Preston  Street 
Baltimore,  Maryland  21201 


Department  of  Health  and  Mental  Hygiene 

Mr.  William  Landis  -  Director  of 

Office  Planning 

222-2828 
Mr.  Edward  Pigo  -  Assistant  Planning 

Director 

222-2831 


301  W.  Preston  Street 
Baltimore,  Maryland  21201 


Department  of  Licensing  and  Regulation 

Mr.  Thomas  E.  Marshall  -  Assistant 

Secretary 
Mr.  Edward  E.  Cline  -  Planner 

222-5626 


One  South  Calvert  Street 
Baltimore,  Maryland  21202 
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Department  of  Education 

Dr.  Irving  W.  Herrick  Jr. 
Coordinator  of  Planning 
796-8300  Ext.  209 


P.  0.  Box  8717 

Balto/Wash.  International  Airport 

Baltimore,  Maryland  21240 


Department  of  Natural  Resources 

Mr.  Dale  Baxter  -  Special  Assistant 
For  Operations 
224-1256 


Tawes  State  Office  Building 
Annapolis,  Maryland  21401 


Department  of  Personnel 

Mr.  U'ayne  Ransom  -  Deputy  Secretary 

222-4613 
Mr.  James  T.  Manning  -  Fiscal  Officer 

222-4680 
Mr.  V^illiam  Schoenhaar  -  Director, 

222-4620 


301  W.  Preston  Street 
Baltimore,  Maryland  21201 


Department  of  Transportation 

Mr.  James  J.  0' Donne 11 
768-9520  Ext.  208 


Deputy  Secretary  Box  8755 

Balto. /V/ash.  International  Airport 
Baltimore,  Maryland  21240 


Department  of  Public  Safety  and  Correctional  Services 


Mr.  Larry  Lambert,  Chief,  Program 
i'lanning  and  Evaluation 
667-1100 


Suite  500  -  Executive  Plaza  One 
Hunt  Valley,  Maryland  21031 


Department  of  State  Planning 

Mr.  George  Sakkal  -  Coordinator, 
EPP  Development 
222-2476 


301  W.  Preston  Street  ' 
Baltimore,  Maryland  21201 


Energy  Policy  Office 

Mr.  Ken  Reed  -  Deputy  Director 
222-5066 


219  ;J.  Hoffman  Street 
Baltimore,  Maryland  21201 
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Greater  Baltimore  Consolidated  Food  Market  Authority 


Mr.  Gary  Lee  -  Executive  Director 
222-2000 


1115  One  Charles  Center 
Baltimore,  Maryland  21201 


Governor's  Commission  on  Law  Enforcement  and  the  ndministration  of 
Justice 


Mr.  H.  C.  Byrd,  Chief,  Program, 
Development  &  Planning 
666-9610 


302  Executive  Plaza  One 
Hunt  Valley,  Maryland  21030 


Maryland  Council  on  Higher  Education 

Dr.  Sheldon  Knorr  -  Associate  Director 
Mr.  Kerry  Gustafson  -  Specialist  Ed, 
Planning 
224-5961 


93  Main  Street 
Annapolis,  Maryland  21401 


Maryland  Commission  for  Public  Broadcasting 

Mr.  Gary  R.  Gambler  -  Director  of      ' 
Administrative  Services 
356-5600  Ext.  228 


c/o  Maryland  Commission  for 

Public  Broadcasting 
11767  Bonita  Avenue 
Owings  Mills,  Maryland  21117 


Maryland  School  for  the  Deaf 

Mr.  Ronald  Sisk  -  Administrator 
662-4159  Ext.  30 

Maryland  Higher  Education  Loan  Corporation 

Mr.  J,  A.  Loamer  -  Executive  Director 
Mr.  E.  C.  Synder  -  Assistant  Director 
222-4150 


101  Clark  Place 
Frederick,  Maryland  21701 


2100  Guilford  Avenue 
Baltimore,  Maryland 


Maryland  Tax  Court 

Hon.  John  G.  Arthur  -  Associate  Judge 
222-2110 


701  St.  Paul  Street 

5th  Floor 

Baltimore,  Maryland  21202 


The  Office  on  the  Aging 

Mr.  Jerold  S.  Nachison 
Planning  &  Evaluation 
222-2100 


-  Director  of 


301  W.  Preston  Street 
Baltimore,  Maryland  21201 
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Military  Department 

Colonel  Paul  Lord  -  Finance  Officer 
Lt.  Col.  X.  Strum  Jr.  -  Finance  Officer 
728-3388 

Public  Defender  System 

Mr.  Alan  H.  Murrell  -  Public  Defender 
Mr.  John  l^eatley  -  Administrator 
Mr.  Alfred  O'Farrall  III  -  Deputy 
222-3053 


Fifth  Regiment  Armory 
Bolton  &  Hoffman  Streets 
Baltimore,  Maryland  21201 


800  Equitable  Building 
Calvert  &  Fayette  Streets 
Baltimore,  Maryland  21202 


Public  Service  Commission 


Mr.  Frank  Wasowicz  -  Executive  Sbcrstary 
222-2366 


301  W.  Preston  Street 

Room  904 

Baltimore,  Maryland  2101 


State  Board  for  Community  Colleges 

Dr.  Alfred  C.  O'Connell  -  Executive 

Director 

Dr.  Brent  M.  Johnson  -  Assistant 

Executive  Director 

Mr.  Rodney  Hurley  -  Staff  Specialist 

Management  Information 

224-5597 


State  Treasury  Building 
Annapolis,  Maryland  21404 


St.  Mary's  College  of  Maryland 

Mr.  H.  K.  Reynolds  -  Vice  President 
Mr.  Edwin  Geiger  -  Dir.  of  Auxiliary 
Services 
994-1600  Ext.  228 


St.  Mary's  City 
Maryland  2U686 


Maryland  State  Lottery  Agency 

Mr.  George  C.  Cormack  -  Operations 

Specialist-  222-66U0 

Mr.  B.  Robert  Schein  -  Fiscal  Officer 

222-66U1 


711  W.  40th  Street 

Room  350- 

Baltimore,  Maryland  21211 
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state  Law  Department 

Mr.  James  G.  Klair  -  Assistant  Attorney  One  South  Calvert  Street 
General  and  Counsel  for  Admlristration   Baltimore,  Maryland  21202 
222-3790 


State  Scholarship  Board 

Mr.  William  Anthony 
222-4095-6-7 


Executive  Director  2100  Guilford  Avenue 

Baltimore,  Maryland  21218 


State  Treasurer 


Mr.  Edwin  J.  Schamel  -  Chief  Deputy 
8-224-5533 


State  Office  Building 
Annapolis,  Maryland  21204 


University  of  Maryland 

Dr.  Donald  O'Connell-  Vice  President 
General  Administration 
112  454-2216 


University  of  Maryland 
College  Park,  Maryland 


Workmen's  Compensation  Commission 

Ms,  Virginia  R.  Barnes  -  Director  of 
Administration 
222-4775 


108  £.  Lexington  iitreet 
Baltimore,  Maryland  21202 
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Guidance  Manual  Assessment 

The  purpose  of  the  Gtiidance  Manual  is  to  provide  basic  information  to 

assist  your  organization  in  the  preparation  of  its  Departmental  Plan. 

Like  all  products  of  a  continuous  planning  process,  this  manual  shall 

be  revised  and  updated  periodically.  So  as  to  better  serve  your  needs 

in  the  futtire,  it  is  requested  that  you  evaluate  this  manual  in  tenns 

of  its  adeqToacy  to  assist  and  guide  you  in  the  task  of  plan  preparation. 

Suggestions  for  improving  content  wording,  structure,  etc.  should  be 

forwarded  no  later  than  J\ily  1,  1975*  to: 

George  Sakkal 

Comprehensive  Planning  Division,  Room  1105 

Department  of  State  Planning 

301  West  Preston  Street 

Baltimore,  Maryland   21201 

It  is  anticipated  that  a  revised  edition  of  the  guidance  manual  will 
be  released  in  October  of  1975- 
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Vs      DIRECTIVES 


*'^'^-  STATE   OF   MARYLAND 


«Af«VIM     MANOtL 


EXECUTIVE.     DEPARTMENT 
Annapolis,  mahtlano   zi^oo 

July  23,  1971) 


TO:   SECRETARIES  AND  HEADS  OF  AGENCIES 

The  Legislative  Council  approved  a  recommendation  by  the 
House  Committee  on  Appropriations  that  each  pi'-incipal  department 
of  State  Government  prepare  by  November  1,  1974,  a  long-range 
and  short-range  plan.   I  have  previously  advocated  this  line  of 
approach  and  I  am  in  agreement  with  the  action  of  the  Legislative 
"Council.   Therefore,  I  am  requesting  the  recipients  of  this  letter 
to  comply  v/ith  the  Legislative  Council's  request  as  practically 
and  comprehensively  as  feasible. 

These  plans  should  be  developed  v/ithin  a  coordinated  framev;ork 
which  takes  into  account  assessments  of  current  and  future  needs, 
long-range  goals  and  short-range  objectives,  priorities,  fiscal 
resources,  and  performance  evaluation,   A  series  of  actions  must 
be  taken  to  establish  a  coordinated  planning  and  budgeting  process. 
To  the  extent  possible,  amplification  of  the  Legislative  Council's 
instructions  will  be  issued  for  the  preparation  of  plans  by  Novem- 
ber .1,  1974.   Based  on  this  year's  experience,  refined  and  more 
complete  guidelines  will  be  prepared  with  Departmental  assistance, 
and  will  be  available  to  guide  the, full  implementation  of  the 
planning  and  budgeting  process  for  the  Fiscal  Year  1977  planning 
cycle'.   Such  a  process  is  required  to  ensure  that  planning  and 
budgeting  are  closely  interrelated,  that  the  State's  policies  are 
carried  out  in  a  coordinated  manner,  and  that  the  needs  of  Maryland '  s 
citizens  are  served  effectively. 

To  assure  that  program  planning  is  consistent  with  State  revenue 
policy,  and  the  Fiscal  Year  197  6  operating  budget  now  in  preparation; 
no  secretary  or  agency  head  shall  submit  plans  which  would  require 
an  annual  rate  of  growth  in  the  General  Fund  support  in  excess  of 
ten  percent. 

I  have  directed  the  Departments  of  Budget  and  Fiscal  Planning 
and  State  Planning  to  jointly  coordinate  agency  efforts  and  to  pro- 
vide the  necessary  guidance  in  the  development  and  review  of  the 
initial  plans.   They  will  cooperate  as  well  in  developing  and 
implementing  the  coordinated  framework  for  continuous  planning  and 
budgeting. 
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A\r 


House  of  Delegates 

ANNAPOLIS.   MARYLAND   214.04 


John  n.  HARcnrAvca 

CAHOLIHU  COUNTY 

cot^iMim'rsi 

APf  KOPniATlONS 

JOINT  Dunr.ET  a  audit 

JLE8  b  CXLCUTIVE  NOMINATIONS 


Home  ADortcosi 

PEAUIOUOn  LAtJUIMG   nOAO 

DENTON,  MARYLANO   £tO?.0 

470-2040 


August  8,  IS?'^ 


The  Honorable  Blair  Lee 
Lieutenant  Governor 
of  the  State. of  Maryland 
Annapolis,  Maryland  21A01 

Dear  Lt.  Governor  Lee: 

As  a  result  of  recommendations  of  the  fiscal  committees  to  the 
Legislative  Council,  we  have  requested  the  Executive  Branch  to  develop  and 
submit  long  range  plans  to  the  Legislature  prior  to  the  1975.  session. 
Recently  I  reviev^cd  the  progress  of  this  project  with  representatives  of 
the  Department  of  Budget  and  Fiscal  Planning  and  the  Department  of 
Planning.   At  that  time  it  came  to  r,;y  attention  that  the  Executive 
Branch  would  conduct  a  briefing  program  for  departmental  executives.   I 
thought  that  it  might  be  helpful  for  that  meeting  if  you  had  available 
some  of  the  legislative  concern  prompting  ojr  recognition  of  need  for 
long  range  plans. 

The  need  for  long  range  plans  has  many  roots,  but  our  immediate 
attention  stems  from  the  initiation  of  the  "ceiling"  approach  to  development 
of  the  State  budget.   This  approach  brought  us  to  the  quick  realization 
that  annual  allocations  of  limited  available  revenue  in  the  absence  of  a 
longer  term  plan  may  lead  to  "incremental  ism"  in  the  budget  process; 
I.e.,'x5ach  agency  or  department  getting  some  small  piece  of  the  pie  but 
no  one  agency  receiving  adequate  funding  for  significant  need;,  Conseqgsnt ly, 
the  Legislature  decided  it  would  be  helpful  to  have  a  lonqt/'  r»n^a   plan 
of  econcTiic  and  program  needs  v^hich  co\i\6   guide  the  srtnudi  sl5©€a{l&fl  ©f 
funds.  Using  this  approach,  the  resource  needs  of  the  6c,p^rimif\i%  Goutd 
be  met  in  a  time-phased  manner  by  providing  .T>caningful  allocations  to 
the  highest  priority  need  areas  first,  and  balancing  and  alternating  the 
total  need  over  the  life  of  the  plan. 
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The  Honorable  Blair  Lee 
Page  Tv/o 
August  8,  ]S7k 


Another  reason  for  the  Legislature's  interest  in  a  long  range  plan 

Js  the  obvioiis  necessity  to  set  a  pattern  or  sense  of  direction  within 

v/hich  annual  budget  decisions  can  be  made.  We  have  seen  some  programs, 

such  as  drug  abuse,  alcoholism  and  community-based  medical  services 

%hFft  v/ithout  clear  momentum  or  sense  of  direction  which  could  be  provided 
by  a  long  range  program. 

I  believe  that  it  is  important  to  reiterate  the  Legislature's 
position  that  these  plans  should  be  prepared  by  persons  in  responsible 
positions  v/ithin  the  various  departments  as  part  of  their  managerial 
responsibility  to  provide  leadership  and  direction.  Additionally,  we 
believe  that  the  plan  should  be  developed  in  a  consistent  format  using 
uniform  data  for  certain  data  such  as  population  and  inflation.   Although 
v/e  have  asked  for  short  range  (5  year)  and  long  range  (10/20  year) 
plans,  v/e  are  not  wedded  to  these  time  spans  if  they  are  inappropriate 
for  certain  agencies.  The  important  thing  is  that  some  degree  of  certainty 
should  be  established  for  the  Immediate'  future,  while  for  the  longer 
range  the  major  factors  on  the  horizon  that  may  affect  the  program  would 
be  sufficient  in  some  instances.   Finally,  v/e  v/ould  welcome  the  plan 
expressing  various  alternatives,  perhaps  highs  and  lov/s  or  various 
ranges  based  on  different  assumptions,  ratlicr  than  something  cased  in 
concrete. 

In  closing,  I  v/ould  summarize  by  saying  that  v/hat  v/e  are  most 
Interested  in  having  is  a  sensible  expression  of  economic  and  program 
need  for  a  multi-year  period  which  can  guide  us  in  allocating  resources 
and  assist  the  agency  in  receiving  budget  allocations  both  ^Tj^  the  legislative 
and  executive  branches.  ""^ 


John  R.  Hargrea'ves 

Chairman 

House  Appropriations  Committee 


JRH:ino 
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STATE   OF  MARYLAND 

EXECUTIVE    DEPARTMENT 
Annapolis,  Maryland  si40'4 


•  ANVIN     MANOEL 
aOVSMNON 


December  19i,  JS?** 


TO:  SECRETARIES  AND  HEADS  OF  AGENCIES 


The  Executive  Planirfng  Process  which  we  are  implementing  in  cooperation 
with  the  General  AssenfeSy  achieved  an  important  intermediate  goal  in  the 
preparation  and  submittal  of  Agency  plans  in  Novej^ber  197'+«   I  am  sure  that 
as  you  continue  development  of  this  process,  it  will  improve  our  capability 
to  make  critical  decisions  on  utilization  of  the  State's  resources.   Tharefore, 
I  am  requesting  each  of  you  to  assure  that  this  process  is  pronptJy  integrated 
into  all  levels  of  your  Agency's  management  activities  as  a  basic  decision 
making  tool. 

To  continue  the  coordination  I  previously  r-iouested,  I  Pm  directing  the 
Departments  of  Budget  and  Fiscal  Planning  ?'nd  State  Planning  to  issue  the 
n.;c<=isf,ary  'lanning  guidance,  detail  in-j  both  tne  iirprovenents  needed  in  the 
syoten.  c's  indicated  by  review  of  you-"  origir»»l  Novsnber  plan  submittals, 
and  specific  instructions  for  the  updating  of  your  plans  in  ."-'.ay  1975. 

I  shall  expect  the  plans  you  submit  n-sxt  May  to  conform  to  this  guidance, 
to  carry  forward  the  intentions  indicated  by  ny  decisions  in  the  current 
ExecL.•^■ive  Budget  and  to  provide  a  reasonable  basis  for  evaluating  the  desir- 
ability of  changes  to  your  Agency's  programs  and  budget  in  the  future. 

Your  cooperation  and  participation  in  developfng  this  Executive  Plaming 
Process  are  essential  to  the  continuing  improverent  of  the  rransgsr^ent  of 
State  government. 


Governor 
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